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ABSTRACT
The purpose of this thesis is two-fold. This study investigates the effects new public
management (NPM) reforms have on public servants in one particular agency. The
results of this investigation suggest that one of the reform programs, customer
service orientation, appeared to be of concern to public servants affecting their
motivation and morale. This led to further research with the aim to explore a likely
relationship between customer service orientation and motivation. Therefore, the two
research problems investigated in this thesis are:

1. What, if any, effects do new public management reforms have on public
servants?

2. Does an organisation’s customer service orientation have an impact on
public service motives and if so, how?

Answers to these questions are important for the implementation and management of
reform programs and for the effective and efficient performance of public service
organisations. Motivation in particular is a critical component for job satisfaction,
organisational commitment, and good citizenship behaviour, and as such has
important ramifications for the organisation’s performance, culture, and ultimately its
customers.

The study starts with in-depth interviews with employees from one public service
agency that experienced major reform processes. The findings of this first part of the
investigation indicate that public servants were indeed affected by the reform process
and although they had high expectations of the reforms at the onset, they were
quickly disillusioned. The main areas of concern were found to be customer service,
morale, and motivation. To explain the interview data two existing constructs are
used. The customer service construct includes information-based, culture and
philosophy-based, and service and interaction-based interpretations of customer
service orientation (CSO), whereas the motivation construct is based on public
service motives (PSM) and explains rational, normative, affective, and self-sacrifice
i

motives. The findings suggest that public servant’s perception of their organisation’s
customer service orientation had an impact on their motivation and morale.

The second phase of this study uses these findings to investigate this proposition on a
larger scale across a number of different public service organisations. First, a
conceptual model has been developed, based on the two constructs used in the
previous phase of the study. Twenty hypotheses are posited in an attempt to explain
the impact of customer service orientation and its individual dimensions on public
service motives and its individual dimensions. An online survey provided 314 usable
responses that were analysed using a partial least squares structural equation
modelling (PLS-SEM) technique. This method has soft distributional assumptions
useful for exploring and developing theory. The two-step approach of PLS-SEM
ensured the measures were validated before analysing the relationships between the
constructs. The findings provide evidence supporting eighteen of the twenty
proposed hypotheses.

The results of this study support the findings from the first phase of the investigation,
showing that customer service orientation has a significant impact on public service
motives, although the strength of the relationship between the two constructs is
weaker than expected. However, given that motivation is a complex construct
influenced by a number of different factors even a small variance is significant. The
most important aspect of the findings however, is the strong association of the
culture and philosophy-based interpretation of CSO on public service motives.

The findings of the study contribute to academic research by investigating the
relationship of two constructs that hitherto has not been reported in the extant
literature. Practical contributions include insights into the motivational aspects of
public servants and the importance of implementing and fostering a strong customer
service orientation culture.
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1 RESEARCH CONTEXT
1.1

Introduction

Citizens have long held the view that public servants are lazy, unresponsive and
inflexible (Osborne and Gaebler, 1993). This view was magnified during the early
1980s when computers revolutionized the business sector. Private sector
organisations improved their customer service through technological advances such
as the Internet and sophisticated software systems, leading to increased consumer
demand for fast and efficient service delivery. At the same time, the social
demographic changed with a larger percentage of single family units, rising
unemployment and an ageing workforce putting pressure on the public purse (Pollitt
and Bouckaert, 2011). Globalisation and the emergence of multinationals meant that
capital became increasingly mobile – assets were moved to areas of greater
productivity and capital gains, challenging the national boundaries of governments
(Mascarenhas, 1993). On the political front the emergence of neoconservative
ideology based on perceived efficient market forces and new management ideas
questioned the role of government in regards to the national economy (Mascarenhas,
1993, Pollitt and Bouckaert, 2011). It was against this background that Osborne and
Gaebler (1993) called for a public service that is flexible, adaptable, provides high
quality customer service – a public service that would ‘empower citizens rather than
simply serving them’ (p.15). A large number of developed OECD countries,
including Australia followed this call with widespread reforms commonly labelled
New Public Management (NPM) (Hood, 1991).

The ensuing research into these reform programs, their effectiveness in the public
sector and implications for performance management has provided a rich basis for
academic output. In particular, the debate about the differences between private and
public sector motivation has led to a research field in its own right – public service
motives (PSM). Since the early 1980s this field has seen increased publications on
topics ranging from identification of motivational dimensions, to measurement
scales, comparative research, antecedents and consequences of PSM, and
behavioural and attitudinal implications. This thesis contributes to this field of
research.
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The focus of this thesis is to explore the impact private sector
based reform models have on public servants’ motivation, and
to test the extent and direction of that impact.

This chapter outlines the background to the research followed by the statement of the
research problem. Next, the contributions of this research are provided to justify
undertaking this investigation. Finally, the structure of this thesis is presented with a
summary of the remaining chapters.
1.2

Background to the research

The Australian public service has experienced dramatic changes during the last few
decades. The increase in globalisation, technological advancements and the
discontent of the public with government services have contributed to a public
service reform movement in most OECD countries including Australia (Claver et al.,
1999, Considine and Lewis, 2003). The rationale behind this reform is a ‘new public
management aligning public procedures to seemingly more successful private
enterprise business practices to create a public service that is focused on quality, that
is flexible and responsive to customers and that provides choices of non-standardized
services’ (Osborne and Gaebler, 1993, p.169).

The Australian government has introduced wide-sweeping changes to the public
service by privatising, contracting out and establishing agencies that have to compete
to provide services with other government departments and in some instances with
private business. In many departments new management structures and procedures
have been put in place to help with the transformation to a customer oriented model
including a performance management system emphasising team work, high quality
customer service, providing tangible results, innovation and flexibility (Mascarenhas,
1993, Brown et al., 2000, Kernaghan, 2003, Grant et al., 2003).

The implementation of public sector reforms in the Australian Public Service took
place over a number of years with different departments affected to varying degrees
of severity. Working in a particular government service I witnessed first-hand the
changes from a government department to a ‘stand-alone’ agency, including a new
name, new responsibilities and accountabilities, new organisational structures, new
12

procedures and processes, new expectations of employee performance, and a new
discourse. For instance, the layout of the customer service area changed from a
distinct separation of office space and public area that included a glassed area behind
which the public servant was secured, to an open plan office where the public was
able to manoeuvre between desks to approach the relevant officer. This had
implications for work processes and procedures with increased awareness of clients’
privacy and confidentiality. It also meant that public servants’ behaviour towards
clients, peers, and work was on public display with only a few private offices for
sensitive client interviews. The agency was expected to deliver so-called dividends
back to the government, changing from an output- (largely based on quantitative
data, e.g., claims processed) to an outcome-model (more qualitatively focussed, e.g.,
satisfied customers), and having to compete against other government departments
for service provisions.

Part of the reform saw a new performance management system implemented to
increase employee awareness of expectations, provide incentives for increased work
performance and ensure alignment with the agency’s strategic goals. Public service
values and customer service charters were introduced along with a self-managed
team-based structure aligned to the varying services the agency offered its customers.
Clients were reclassified as customers, and public servants now had the title of
customer service officers. Procedures were put in place to streamline services with
frequent customer surveys to ensure the agency was on track with the government’s
expectations of customer satisfaction.

Working with my colleagues I firstly noted a mixed reaction to the changes, some
apprehension but overall a feeling of excitement, enthusiasm and increased
motivation. However, this was soon replaced by a feeling of exasperation, followed
by

disillusionment

and

loss

of

morale.

Although

employees

welcomed

improvements, particularly those related to customer service, the actual
implementation of those procedures and subsequent service encounters appeared to
de-motivate my colleagues rather than lift their spirits. This seemingly odd behaviour
led me to read relevant literature and subsequently to undertake this research study to
answer some puzzling questions: Why did the implementation of NPM reform
13

programs lead to a loss of morale and motivation in my former colleagues? Is there a
link between an organisation’s customer service orientation and motivation in the
public service?

1.3

Statement of problem

The concept of NPM, which has been re-labelled by some authors as postbureaucracy (Bolin and Haerenstam, 2008, Budd, 2007), has received a mixture of
praise and criticism in the academic literature (Osborne and Gaebler, 1993, Dunleavy
and Hood, 1994, Pollitt, 1995, Pollitt, 2001, Alford and Hughes, 2008, Alford, 2002,
Considine and Lewis, 2003, Verbeeten, 2008, Walker et al., 2011). Verbeeten (2008)
for instance concluded in his study that there is a trade-off between ‘achieving
quantitative goals (i.e.,, short-term performance goals such as efficiency and quantity
produced) and quality goals (i.e.,, long-term or strategic performance goals such as
quality/accuracy, innovation, and employee morale)’. He further states that in some
instances the use of NPM performance management systems may have unintended
adverse effects on public service outcomes.

In a similar vein, Ghobadian and Gallear et al. (2007) find that the transfer of private
management practices to the public sector is complex and fraught with danger – due
to major differences between private and public sector organisations and is likely to
produce limited success in public service organisations. Walker and Brewer et al.
(2011) conclude that recent market failures and the ensuing global financial crisis
‘cast doubt on the power and efficacy of unfettered markets’ (p.715) but that some
aspects of a market oriented approach, such as customer orientation, market
knowledge, and effective service delivery remain important elements in business and
government.

Relatedly, Alford and Hughes (2008) credit NPM with ‘a useful

corrective to the traditional model of public administration’ (p.130) and conclude
that some aspects of NPM are beneficial for certain programs, although challenges
remain. Some scholars question the government’s ability to define ‘customer’ as the
distinction for private enterprise is very clear – a customer in the private industry is
generally able to choose their service provider and if unhappy can decide not to
engage with that organisation again (Alford, 2002). Similarly, a customer in private
industry decides what type of product or service they want to purchase. The goods
14

and services in the public sector are determined by the citizenry (through voting for
certain politicians who enact legislation, rules, and regulations) and if for instance,
someone is in need of government assistance, those rules and regulations have to be
met before any goods can be consumed (Alford, 2002, Fountain, 2001). Despite
these widespread criticisms, research evidence confirms that concepts such as
accountability (Taylor, 2009), competitiveness and output orientation (Hefetz and
Warner, 2012, Alford and Hughes, 2008), customer service orientation (Walker et
al., 2011, Korunka et al., 2007), and performance measures (Verbeeten, 2008) are in
place in most public organisations including the Australian public service.

The challenges of implanting NPM models into the Australian public service are
evident in a study conducted by O’Donnell and Shields (2002). Their findings cast
‘considerable doubts about the efficacy of the federal public sector performance
management paradigm’ (p.452), stating that public servants felt disillusioned with
the system. In particular, employees ‘perceived a marked incongruity between the
corporate rhetoric…and the workplace reality’ (p.452). Although O’Donnell and
Shields’ study focusses on the psychological contract, they conclude that ‘the key to
effective performance management lies in recognising and working with (rather than
against) employee expectations’ (p.453). These expectations are an important factor
for employees’ job satisfaction (Anderfuhren-Biget et al., 2010) and subsequently for
their motivation (Taylor, 2007).

That public service employees’ expectations differ from those of their private
counterparts has been the focus of academic research since Rainey’s (Rainey, 1982)
study of reward preferences between public and private managers. His study finds
that there is indeed a difference and that public managers are more intrinsically
rewarded by ‘doing work that is helpful to other people’ and by ‘engaging in
meaningful public service’ but are less rewarded by so-called extrinsic rewards such
as higher pay (Rainey, 1982, p.294). This is corroborated by Perry and Porter (1982),
who assess the motivational context in the public sector and identify that individuals
entering the public service have different motivational needs, such as higher status
needs, and lower needs for economic wealth. This absence of profit orientation
coupled with the desire to serve the public good underpins the concept of public
15

service motives; a concept that has seen increased attention since NPM reforms
changed the fabric of the public sector.

Public service motivation (PSM) as such is not a new concept, it is sometimes
labelled service ethic (Buchanan, 1975, Rainey, 1982), public service ethic (Perry
and Wise, 1990), and public service ethos (Needham, 2006, Rayner et al., 2011,
Pratchett and Wingfield, 1996) and, since the increased interest in this area, has been
defined in a number of ways. For instance, Perry and Wise define PSM as ‘an
individual’s predisposition to respond to motives grounded primarily or uniquely in
public institutions and organizations’ (1990, p.368). Taylor describes PSM in more
general terms as ‘a desire to serve the public interest regardless of whether the public
interest involves that of a community of people, a state, a country or even humankind in general’ (2007, p.934). Her definition is based on Rainey and Steinbauer
(1999) and is not restricted to the public service but to the spirit of serving the public.
Vandenabeele (2007) provided an overarching definition of PSM that could be
applied to countries other than the US, where most of the earlier research on PSM
was conducted. This study uses Vandenabeele’s definition of PSM which he
describes as ‘the belief, values and attitudes that go beyond self-interest and
organizational interest, that concern the interest of a larger political entity and that
motivate individuals to act accordingly whenever appropriate’ (Vandenabeele, 2007,
p.547)

Research into public service motives (PSM) ranges from investigating antecedents
(Camilleri, 2007, Moynihan and Pandey, 2007a, Perry, 1997), to building
measurement scales (Perry, 1996, Coursey and Pandey, 2007, Vandenabeele, 2008,
Wilson, 2003), to comparative studies between public and private sector (Crewson,
1997, Gabris and Simo, 1995, Houston, 2006, Perry and Porter, 1982, Rainey, 1982,
Rainey and Bozeman, 2000, Rainey et al., 1976b), between or within countries
(Vandenabeele et al., 2006, Liu et al., 2008, Kim, 2006, Leisink and Steijn, 2009,
Manolopoulos, 2008), between public and non-profit sector (Mann, 2006, Lee and
Wilkins, 2011), and studies looking at the relationship with other constructs such as
work outcomes (Taylor, 2007), work motivation (Anderfuhren-Biget et al., 2010),
person-environment/organisation fit (Steijn, 2008, Wright and Pandey, 2008,
16

Kjeldsen, 2012), gender dimensions (DeHart-Davis et al., 2006), nonmonetary
opportunities (Bright, 2009), organisational commitment (Camilleri and Van der
Heijden, 2007, Kim, 2006), job tenure (Georgellis and Tabvuma, 2010), and
behaviour (Andersen and Serritzlew, 2012, Andersen, 2009). In addition, some
publications are conceptual in their approach to explaining PSM (e.g., Brewer et al.,
2000b, Brewer and Selden, 1998, Paarlberg and Lavigna, 2010, Perry and Wise,
1990, Perry, 2000, Perry et al., 2010, Vandenabeele, 2007, Wright and Grant, 2010)
and others again look at PSM and the concept of the public sector customer
(Needham, 2006, Paarlberg, 2007).

Although PSM research has advanced our understanding of motivation for public
servants (Perry et al., 2010), there is still a dearth of research on the impacts specific
reform programs may have on PSM. Moynihan and Pandy (2007b) did look at the
organisational environment and found that red tape is negatively related to PSM
whereas reforms that seemingly reduce red tape foster goal clarity and
empowerment, have a positive effect on employee PSM (p.48). However, their study
is based on managerial responses and does not take into account those employees
working at the front line, who are often exposed to the full impact of reform
programs. This is particularly evident with reform programs pertaining to customer
service orientation where front line employees are the most affected (Rod and Ashill,
2010).

Customer service orientation has been widely researched in the private industry and
is generally acknowledged as an important aspect of competitive advantage. Saxe
and Weitz (1982) stress that satisfying customers better than the competition is a key
to satisfying the organisation’s goals. They define customer oriented selling as ‘the
degree to which salespeople practice the marketing concept by trying to help their
customers make purchase decisions that will satisfy customers needs’ (Saxe and
Weitz, 1982, p.344). Kohli and Jaworski (1990) prefer the term market orientation,
which is the ‘organizationwide (sic.) generation, dissemination, and responsiveness
to market intelligence’ (p.3) to ensure current and future needs of customers are met.
In contrast, Narver and Slater (1990) describe market orientation from a cultural
perspective as ‘the organization culture that most effectively and efficiently creates
17

the necessary behaviors for the creation of superior value for buyers and, thus,
continuous superior performance for the business’ (p.21). Korunka and Scharitzer et
al. (2007) on the other hand conducted customer service orientation research within
the public sector and have adopted a broad definition of customer orientation that
takes into account cultural aspects, information-based aspects and service quality
aspects. Their definition states ‘customer orientation is the comprehensive,
continuous collection and analysis of customer expectations as well as their internal
and external implementation in an organization’s service and interactions, with the
objective of establishing stable and economically advantageous customer
relationships on (sic.) the long term’ (Korunka et al., 2007, p.308). This study
investigates customer-service orientation in the public sector and thus utilizes
Korunka and Scharitzer et al.’s broad definition of customer orientation.

Research into customer service orientation (CSO) within the public sector has
increased since the onset of NPM (Paarlberg, 2007, Rod and Ashill, 2010, Du Gay
and Salaman, 1992, Alford, 2002, Alge et al., 2002, Fountain, 2001, Needham, 2006,
Korunka et al., 2007) due to the central position of customer orientation in public
reform programs. Two distinct research areas can be identified: one area theorises
about the complex relationships of the public service with citizens, taxpayers,
politicians and service receivers and whether private sector based CSO can be
extrapolated to the public sector (Du Gay and Salaman, 1992, Fountain, 2001,
Alford, 2002, Needham, 2006, Jos and Tompkins, 2009). The second research area
investigates CSO from a practical perspective, looking at performance (Paarlberg,
2007), job outcomes (Rod and Ashill, 2010), interpersonal skills as a measure of
CSO (Alge et al., 2002), and changes in CSO due to the introduction of NPM
(Korunka et al., 2007). With the exception of Paarlberg (2007), no other research
investigates CSO as a variable of the PSM construct.

Paarlberg (2007) does explore the impact of customer service orientation on
government employee performance, and normative and affective motivation. His
findings indicate that there is indeed a positive relationship between customer
orientation and performance and motivation. However, Paarlberg’s study was
conducted with a support unit of the American defence forces that directly deals with
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the end-user (the war fighter). This end-user provides the public servants with
‘valuable information that improved the quality of the product or service they
provided’ (Paarlberg, 2007, p.220) with a notion of the importance of their service as
contributing to the nation’s defence sometimes being life and death situations. As
such, the complexity that is inherent in most public service organisations in
identifying the customer and the contribution to public value does not apply to
Paarlberg’s study. On the contrary, it provides a clear link between the product and
service provided and the end-users. Moreover, the study only looks at two of the four
dimensions of PSM identified by Perry (Perry, 1996).
Considering the increased emphasis on new public management reforms, the
controversial findings in academic research about the efficacy of transplanting
private sector best practice models into the public area, and the need for public
managers to increase performance in a cost effective and efficient manner, it is
important to know whether and how reform programs affect front line public
servants. In particular, customer service, a central reform measure, is of importance
in this investigation, as is the motivational aspect of public servants, whose
performance depends on their impetus and enthusiasm.

Therefore, the research problem for this thesis is twofold – first:

What, if any, effects do new public management reforms have
on public servants?

Exploring this problem through interviews in one particular public service agency,
the results suggest that one of the reform programs, namely customer service
orientation, does indeed have an effect on public servants, in particular on their
motivation, leading to the second research problem:

Does an organisation’s customer service orientation have an
impact on public service motives and if so, how?
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The second research problem is investigated through an online survey, spanning all
three levels of public service (federal, state, and local) across Australia. The resulting
data is analysed using Structural Equation Modelling Partial Least Squares (PLS).

1.4

Research contribution

My study will build on current new public management literature by exploring the
impact reform programs have on front line public service employees in a particular
agency in Australia. The in-depth interviews used in this investigation provide rich
insights into the perceptions of those employees in the public sector who are most
affected by reform programs and who are the public face of their organisation. These
insights contribute to our understanding of the (un)intended effects of reform
programs and the reactions of not only front line public servants but also their
customers. This understanding is of importance to the effective and efficient
performance of public service organisations.

Furthermore, the understanding of the public service motives (PSM) research field
will be extended by investigating whether and how, a particular reform program
(customer service orientation) affects the motivation of public servants. Motivation
in the public service is a significant factor in their performance management program
and has to be considered with care when implementing reform programs based on
private sector models. Public service motivation – primarily, the desire to serve the
public – can be negatively affected if the reform programs do not provide the
necessary structure and resources for effective customer service. It is therefore
imperative to extend research that will further our understanding of the relationship
between reform programs, such as customer service orientation, and public service
motives. The significance for public service practitioners is a better understanding of
how public servants, particularly those working at the front line, are motivated or
indeed demotivated by their perception of the organisation’s customer service
orientation.
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1.5

Structure of the thesis

This thesis is divided into nine chapters. The following chapters include theoretical
foundations for the study of public service motives; a review of research exploring
the impact of public sector reforms on public servants; a conceptual model and
research questions to explore the relationship between customer service orientation
and public service motives; research method and design; data analysis for
confirmation and validation of measures; analysis of the structural model and
research hypotheses; discussion and contributions; and conclusions, limitations, and
future research directions. This next section provides an outline of the contents of the
following eight chapters.

Chapter two looks at the theoretical foundations for this research, starting with an
outline of public sector reforms in general before a more detailed discussion of the
concept of new public management, the Australian reform experience, and the role of
customer service within those reforms. This is followed by an overview of customer
service orientation literature as it pertains to the private sector with an ensuing
outline of current research for customer service in the public sector. The next section
then deals with customer service and its link to motivation based on private sector
research. The chapter concludes with describing the extant public service motive
literature and the importance of this increasing field of research to the public sector
industry.

Chapter three introduces research question 1 to the reader followed by the research
context for the first phase of the study. The exploratory research method is then
discussed which includes the sampling design, participant recruitment, and
information about location, timing, conduct, and length of the interviews. The
chapter then goes on to describe the steps in the analysis of the interview data before
elaborating on the findings. It is at this stage that the two constructs of customer
service and motivation are discovered as important issues for public servants.

Chapter four poses research question 2 and deals with the conceptual model as
identified in chapter three. This chapter discusses the issues of formative and
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reflective constructs and finds that both constructs in this research are reflective.
Twenty hypotheses are then advanced based on findings from the interviews in the
first phase of this study and on existing literature.

Chapter five introduces the research method and design for the second phase, an
empirical analysis. A justification of the method is first discussed, followed by the
sample and questionnaire designs and the measurement scales used in this part of the
research. The chapter then discusses survey pre-testing, the strategy used to analyse
the data and concludes with ethical considerations.

Chapter six confirms and validates the measurement models with a preliminary
analysis that includes data preparation, and how the study dealt with missing data,
straight liners and outliers. The normality of the data is then discussed followed by a
profile of the survey respondents. The next section in this chapter introduces the
methodology used for this part of the research, namely partial least squares structural
equation modelling (PLS-SEM). An evaluation of the measurement models follows
including reliability and validity measures for the two constructs.

Chapter seven advances the analysis of the structural model and considers the results
in light of the previously advanced hypotheses. This includes an explanation of the
four aspects involved in this analysis before presenting the results for the primary
dimension and the sub-dimensions. The model is then further analysed using the four
aspects to elucidate implications of the findings.

Chapter eight discusses those findings with reference to research question 2. It then
provides information for the hypotheses, particularly those that were not supported
and those who showed some unexpected and interesting results. The chapter then
outlines the contributions of this research to theory and practice.

Chapter nine finally provides a conclusion, some limitations that apply to this study
and finishes with some directions for future research.
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1.6

Chapter summary

This thesis provides an important contribution to the understanding of public service
motives, by investigating the impact of reform programs on public sector employees,
and analysing the relationship between one of those reform programs, customer
service orientation, and public service motives. This chapter gives the reader an
overview of the background to this research, delineates the research problem, and
outlines the study’s contributions to literature and public sector practitioners. It also
provides an overview of the structure of this thesis with a brief outline of the eight
chapters that follow on from this first chapter. The next chapter reviews the relevant
literature on new public management reforms and public service motives.
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2 NEW PUBLIC MANAGEMENT AND PUBLIC SERVICE MOTIVES
2.1

Introduction

The previous chapter outlined the research context, background to the study and
statement of research problems. This chapter builds on the previous chapter by
providing a theoretical foundation to the research problems based on relevant
literature. First, an overview of public service reforms is provided, followed by a
more detailed outline of negative and positive aspects of new public management.
The next session discusses the Australian experience with reform programs and then
moves on to one particular aspect of the reform agenda, namely customer service
orientation. Finally, the chapter presents the current landscape of public service
motivation research, concluding with a summary section. Throughout this chapter,
seminal contributions from the various topic areas are reviewed and knowledge gaps
identified, leading to the first research question outlined in the following chapter, and
as setting the scene for the conceptual model in chapter four.

2.2

Public service reforms

The public service has experienced dramatic changes over the last few decades. The
increase in globalisation, technological advancements and the discontent of the
public with government services have contributed to a public service reform
movement

in most OECD countries including Australia (Claver et al., 1999,

Considine and Lewis, 2003). The rationale behind this reform is a ‘new public
management aligning public procedures to seemingly more successful private
enterprise business practices to create a public service that is focused on quality, that
is flexible and responsive to customers and that provides choices of non-standardized
services’ (Osborne and Gaebler, 1993, p.169). Osborne and Gaebler (1993) were
instrumental in the reform processes of public service organisations across the globe
with their book ‘Reinventing Government’. It was endorsed by politicians within
OECD countries (Armbruester, 2005), and embraced by the public with its grand
vision of a reformed ‘new public service’.
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2.2.1

New public management

This reform, known as new public management (NPM), has been widely debated in
the research literature receiving a mixture of praise and criticism (1994, Osborne and
Gaebler, 1993, Budd, 2007, Considine and Lewis, 2003, Pollitt, 2001, Pollitt, 1995,
Verbeeten, 2008, Walker et al., 2011, Alford, 2002). Dunleavy and Hood (1994) for
instance summarise the major criticisms into four categories: the fatalist, hierarchist,
individualist, and egalitarian critique. Fatalist critics posit that nature or human
interactions cannot be controlled, that failures and human error are omnipresent and
cannot be eliminated. Consequently, NPM cannot alter basic dilemmas of public
administration (1994, p.11). The hierarchist critique on the other hand fears an
erosion of system-wide cohesion arguing that management needs to be in control of
change and that any destabilization of the system will result in poor strategic design,
disorder and anarchy. Therefore, reforms need to be well-planned and carefully
guided (1994, p.11). In contrast, proponents of the individualistic view criticise NPM
as a ‘half-way-house’ (1994, p.11) with a push for more entrepreneurial activity
based on enforceable contracts and individual legal rights. They push for more
privatization, pay for performance, and the ability for the user to litigate based on
contracts. This again is opposed to the egalitarian view that criticises the
marketization of public services and the likely increase in the self-interest of
managers leading to potential corruption. Decentralisation and fragmentation creates
narrowly focussed agencies unable to handle complex problems and without the
strategic resources necessary to solve social problems (1994, p.13). Dunleavy and
Hood (1994) view these four critiques as the ‘main lines of attack on NPM’ (p.13)
stating that ‘the future direction of public management reform is likely to follow a
zig-zag course in the cross-fire of contradictory criticisms’ (p.13).

Budd (2007) on the other hand, examines the environmental changes underlying the
claims of post-bureaucracy and suggests that there are constraints on the emergence
of post-bureaucratic organisational forms. Budd further states ‘conforming to
standards and contractual obligations, the existence of indivisibilities and the need to
exploit economies of scale and scope’ (2007, p.544) establish a flexible, extended
form of bureaucracy rather than new post-bureaucratic organisational forms.
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Verbeeten (2008) undertakes a narrower study of NPM looking at the impact of
performance management practices in public sector organisations and their effects on
performance. He states that NPM caused a shift in performance management from
action control towards output control with a focus on clear targets and goals,
measurement of performance, identification of learning needs and a link to incentives
and sanctions to ensure continued high performance. Verbeeten then distinguishes
between quantitative and qualitative performance with the latter often being ignored
due to the difficulty in establishing valid measures. In addition, targets and goals in
public sector organisations are found to be ambiguous and difficult to capture due to
multiple stakeholders with multiple goals. This in turn affects the link to
performance-based incentives and sanctions such as pay increases and promotional
opportunities. Verbeeten looks at several case studies suggesting that performancebased incentives increase quantitative performance (those aspects that are being
measured) at the cost of qualitative performance and long-term thinking. Using
Partial Least Squares methodology Verbeeten conducted a large-scale empirical
analysis finding that public service organisations:
face a trade-off between achieving quantitative goals (i.e., short-term
performance goals such as efficiency and quantity produced) and quality
goals (i.e., long-term or strategic performance goals such as
quality/accuracy, innovation, and employee morale)… This suggests that
PM-practices are useful in order to increase and/or maintain efficiency in
so-called

“production

agencies”

(Wilson,

1989).

However,

the

“overextension” of PM-practices to public service activities where
underperformance on quality dimensions has serious (possible lifethreatening) consequences (for example, health care) should be avoided.
(Verbeeten, 2008, p.442)

The conclusion of Verbeeten’s study is that in some instances the use of NPM
performance management systems may have unintended adverse effects on public
service outcomes.
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In a similar vein, Ghobadian and Gallear et al. (2007) examine private sector
management practices in public sector organisations within the UK government.
They find that the transfer of private management practices to the public sector is
complex and fraught with danger – due to major differences between private and
public sector organisations. These differences include principal stakeholders (equity
holders vs. community); key outcomes (profit/shareholder value versus economic,
social and environmental well-being of society); time horizons (short-term vs. longterm); main cultural traits (competitiveness, provision of goods/services that make
economic sense versus fairness, loyalty, honesty, willingness to offer services at all
costs). Considering those differences the authors find that relying on the transfer of
private sector management practices is likely to produce limited success in public
service organisations (Ghobadian et al., 2007, p. 375).

An empirical study conducted by Walker and Brewer et al. (2011) investigates the
relationship between market orientation and performance in the British public
service. They look at the performance perception of three different stakeholders,
citizens, public servants, and the central government’s agent – the Audit
Commission. Their findings show a market-oriented approach in the public sector
does have a positive effect on customer satisfaction; that is citizens associate market
orientation with higher performance in the public sector. In contrast, the other two
stakeholders investigated in this study, public servants and the Audit Commission,
show that market orientation has little effect on their judgement of performance.
Walker and Brewer et al. (2011) conclude that recent market failures and the ensuing
global financial crisis ‘cast doubt on the power and efficacy of unfettered markets’
(p.715) but that some aspects of a market oriented approach, such as customer
orientation, market knowledge, and effective service delivery remain important
elements in business and government.

Similarly, Alford and Hughes credit NPM with ‘a useful corrective to the traditional
model of public administration’ (2008, p.130). However, they point out that NPM, in
the same way as traditional bureaucracy and indeed some post-NPM approaches,
promotes a ‘one best way’ method (p.130). Alford and Hughes (Alford and Hughes,
2008) propose a contingency approach that embeds a problem-solving ethos, which
27

they call public value pragmatism. They put forward a model based on a number of
questions that will help administrators to determine which approach works best for a
particular program, e.g., in-house production, service agency, partnerships, or
contracting out. Alford and Hughes (2008) concede that this approach does have
challenges above the level of programs. For instance, at the organisational level
managers would need to look after a variety of heterogeneous programs without
necessarily having control over all the inputs – which are likely to be managed
elsewhere in the organisation. Likewise, strategic decision-making and clearly
defined goals may be more difficult to achieve due to the fluid nature of some of the
programs situated within the organisation. This in turn challenges the public sector as
a whole, which is responsible for fiscal prudence and ethical and fair rectitude
(Alford and Hughes, 2008). In conclusion, their study shows that some aspects of
NPM are beneficial for certain programs, although challenges remain.

Although NPM proves difficult to define, there is an agreement between scholars and
practitioners that the reforms are influenced by a private sector market orientation
(Walker et al., 2011, Hood, 1991, Ghobadian et al., 2007, Dunleavy and Hood, 1994,
Caron and Giauque, 2006). However, the shortcomings of NPM reforms (see
criticisms outlined above) have led to different conceptualisations of NPM. Bolin
and Haerenstam (2008, p. 542), explored post-bureaucratic types of organisations
and found that:

Many different concepts such as ‘network enterprise’ (Castells, 2000),
‘postmodern organization’ (Clegg, 1990), ‘flexible organization’
(Nutek, 1999), ‘the flexible firm’ (Atkinson, 1984; Volberda, 1998),
and ‘post-bureaucracy’ (Child, 2005; Heckscher and Donnellon, 1994;
Maravelias, 2002; Peterson, 2005) have been used for this new type of
organization.

There is some disagreement amongst scholars on whether a new type of organisation
has emerged or whether they are mere extensions, or even an intensification of
bureaucracy (McSweeney, 2006, Pollitt, 2003, Bolin and Haerenstam, 2008,
Maravelias, 2003). This study is not concerned with the terminology or indeed the
structure of public service organisations, and as such, it is beyond the scope of this
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thesis to elaborate further on the different conceptualisations of (post-) bureaucracy.
What is important though is the use of market-based performance programs within
the public service, such as customer service orientation. Research evidence confirms
that concepts such as accountability (Taylor, 2009), competitiveness and output
orientation (Hefetz and Warner, 2012, Alford and Hughes, 2008), customer service
orientation (Walker et al., 2011, Korunka et al., 2007), and performance measures
(Verbeeten, 2008) are still in place in most public organisations – and the Australian
Public Service is no exception.
2.2.2

The Australian public service and reform programs

The Commonwealth of Australia was formed on 1 January 1901 under the
Commonwealth of Australia Constitution Act (UK), and since its inception has
undergone several major reforms resulting in two new Public Service Acts (1922 and
1999). In the early 1990s globalisation, technological advances, an increase in the
diversity of its workforce, public pressure for better and faster services, and the
perceived need to align to best practice in overseas public services and the private
sector, led to an extensive review (Australian Public Service Commission, 2003).
The resulting New Public Service Act (1999) reflected public expectations through a
declaration of Australian Public Service (APS) values and a legally enforceable code
of conduct. In addition it ‘incorporated requirements of public servants to deliver
services fairly, effectively, impartially and courteously to the Australian public
whilst being sensitive to the diversity of the public’ (Australian Public Service
Commission, 2003, p.141). This commitment to improving the service delivery of
public service organisations includes service standards, statements of client’s rights
and responsibilities, feedback and complaint procedures, and customer satisfaction
surveys.
2.2.2.1 Customer service orientation focus
The reforms preceding the New Public Service Act (1999) saw increased adoption of
private sector methods and a new emphasis on citizens as customers (Australian
Public Service Commission, 2003). In particular, those agencies with constant public
contact (for instance social service provision, health insurance, tax collection) are
using customer-service satisfaction measures as a key performance indicator. To
enable better understanding of customer needs, some public service agencies now
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conduct sophisticated market research to improve service delivery and customer
relations (Australian Public Service Commission, 2003). High quality customer
service is therefore seen as an important contributor to a well-functioning public
service.
2.3

Customer service orientation

Customer service is an important aspect in all service industries, private, public or
non-profit; however, customer satisfaction is a highly subjective notion depending on
the consumer’s perceptions and expectations. This subjectivity is exacerbated by the
intangibility of many services, the simultaneous production, delivery, and
consumption of the service, and the co-production of some services by the consumer
(Fountain, 2001). Private industry employees are often encouraged to be innovative
and flexible, to exert special effort in order to satisfy a customer, or a particular
valuable customer segment. This can be problematic for some public sector agencies,
because public servants are required to provide services in a consistent, transparent,
equitable, fair, and impartial manner. This means that standardized regulations and
procedures have to be in place to ensure there is no apparent favouritism or bias
towards individuals or groups. Considering that the majority of research on customer
service and its usefulness for organisations have been conducted in the private sector,
where customer satisfaction is a source of competitive advantage, the applicability of
those research findings to the public sector is questionable. The following paragraph
provides an overview of the literature on customer service orientation based on
private sector industry before a more comprehensive review of the available research
in the public sector is presented.

Saxe and Weitz (1982) were the first to develop a selling orientation/customer
orientation scale (SOCO) to measure customer orientation in sales people. Other
customer orientation measurement scales have since been developed; for instance
Alge and Gresham et al. (2002) use an interpersonal competency scale to measure
customer orientation; Saura and Contri et al. (2005) investigate the associations
between customer orientation, the firms service orientation and job satisfaction; Carr
and Lopez (2007) look at the link between an organisation’s market-orientated
culture and its salespeople’s market-orientated conduct. Kilic and Dursun (2007)
investigate the antecedents and consequences of customer orientation at the
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individual level, and Macintosh (2007) found that high customer orientation
increased relationship quality at the interpersonal level and the organisational level.
Although the terms of reference may vary between customer orientation, market
orientation or service orientation, the overall importance of the customer as the focal
point is apparent. Whether this focal point can easily be transferred to the public
sector is the discussion of the following section.

2.3.1

Customer service in the public sector

The complex relationships of the public service with citizens, taxpayers, politicians
and service receivers have contributed to debates in public administration literature
on whether private sector based customer service orientation models can be
extrapolated to the public sector.

For instance, Fountain (2001) identifies two key challenges for the successful
operation of private sector customer frameworks in the public sector: the
identification of the customer and the development of criteria of what constitutes
effective customer service. Identifying the customer in the public service is fraught
with difficulties. Government organisations have many different publics they need to
look after: taxpayers, citizens, and interest groups, some of which are more vocal
than others. Fountain (2001) describes the difference of market segmentation
between public and private sector as the former being politically motivated rather
than a managerial decision. She further states that public agencies need to mediate
the conflict between the interests of vocal groups with those of less vocal and often
inattentive publics. In comparison, the private sector tailor their services to different
customer segments, often at a higher price to those who can afford it, which in public
organisations could lead to political inequality (Fountain, 2001).

Needham (2006) echoes this sentiment, stating that a customer care ethos may be in
danger of focusing on individual wants rather than on meeting collective goals
(p.857). The second challenge arises from the difficulty in providing clear customer
service criteria. The different publics and the political nature of many public agencies
provide a fertile ground for ambiguity and different interpretations of what
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constitutes good customer service (Fountain, 2001, Alford, 2002, Needham, 2006).
Needham (2006) identifies five different conceptions of customer care in public
sector organisations, with each requiring different interactions between the customer
and service provider, emphasising the ambiguous nature of customer service.

Alford (2002) also highlights the difference between the notions of customer in the
private sector and those in the public sector. He states that the private industry
customer forms and expresses a preference amongst alternatives and pays for that
good or service, and then consumes the good or service and derives value from using
or enjoying it. The exchange between provider and consumer is reciprocal, private
and direct. In the private sector, choosing a good or service is expressed through the
purchase transaction. Alford (2002) contrasts this to the public sector where the
expression of preference, payment, consumption, and the value derived are
asymmetrically divided between the government (as elected by the citizenry), the
citizenry who derive public value and the consumer who receives private value. In
the public sector, the elected government chooses what goods or services are to be
delivered and who may benefit from those goods or services.

The elected

government is also the one paying for that good or service by distributing publicly
raised funds such as taxes, rates or other raised revenue. Public service consumers
may be asked to contribute some funds, for instance public transport fees or fees paid
for council approvals.

Alford (2002) classifies the different roles of public service customers as citizens and
clients. Citizens receive public value from the government organisation by having a
well-ordered social and political life. Clients receive private value and are
categorised further into those who pay for government goods and services (even so
these payments may be at a subsidised rate). For instance, public transport users,
those who benefit, such as social service recipients or students of public schools and,
finally those who have legal obligations, such as prisoners and people who are
subject to regulatory requirements. Alford then goes on to state that only those who
pay for their public good or service fall into the private sector model of customer
with a direct economic exchange.
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However, Alford (2002) then explains that the private sector exchange notion of
being reciprocal, private and direct can be broadened for the public sector to also
include those clients who are classified as beneficiaries and those who have legal
obligations. These two client-groups ‘pay’ through compliance and cooperation
resulting in a well ordered, just and fair society – or in other words, public value.
The implications for public management of this broader view of social exchange are
threefold. First, it simplifies the notion of the customer for the public agency by
providing a more structured view of the multiple publics. Second, it shows that
customers do provide something of value in return for the goods or services provided
by the public agency, such as compliance and cooperation – contributing towards a
well-ordered society. Third, it clarifies what value the public agency is supposed to
provide in order to enhance public values such as a compliant, cooperative and fair
society – a well-ordered social and political life.

Korunka and Scharitzer et al. (2007) agree with this view stating that a strong
customer service focus in the public sector is important for loyalty and acceptance of
rules and regulations allowing for better communication between the public and the
public service agency. Their research involved analysing changes that occurred
during the implementation of new public management (NPM) models in the taxation
departments in the US and Austria. Their results indicate that with the
implementation of NPM models a significant increase in customer orientation was
observed. The study also indicates a relationship between perceived customer
orientation and job characteristics, organisational characteristics and job satisfaction.

Even though there are strong academic criticisms of customer service frameworks
modelled on private enterprise, public servants generally agree that customer service
in the public sector is a good thing. Needham (2006) for instance states that public
servants endorse a customer care approach despite the varying interpretations of what
it constitutes. Fountain (2001) writes that the ‘normative force of the notion that
customers should be served resonates strongly with their [public servants] desire to
help the public’ (p.55). This indicates that a higher customer service orientation may
affect the motivational forces of public servants and subsequently their performance
levels in a positive way.
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2.4

Customer service and motivation in the public sector

In the private sector, high customer service orientation has been linked to higher
levels of performance (Jaworski and Kohli, 1993), job satisfaction, commitment, and
work motivation (Donavan et al., 2004). However, this concept is not easily
transferred into the public domain, partly due to the complexity in identifying public
service customers and service criteria, and partly due to the intrinsic nature of
motivation in the public service (Houston, 2006). Private sector customer-service
orientation results in a direct link between performance and behaviour – better
customer service equals more sales and higher profits for the organisation and often
more extrinsic rewards for the employee.

Public service employees on the other hand have been found to have higher intrinsic
motivators (Rainey et al., 1976a, Rainey, 1982, Perry and Wise, 1990, Perry, 1996,
Perry, 1997, Brewer and Selden, 1998, Brewer et al., 2000b, Houston, 2006, Taylor,
2007, Vandenabeele, 2008), than their private sector counterparts. For instance,
commitment to the common good, a willingness to help others and to sacrifice their
personal tangible interests to pursue their goal of helping society (Perry, 1996) are
examples of public sector intrinsic motivators. Moreover, extrinsic rewards such as
financial incentives are not considered significant motivators for public servants
(Brewer and Selden, 1998, Brewer et al., 2000b). On the contrary, extrinsic rewards
have been found to crowd out intrinsic rewards in volunteers (Houston, 2006) and
change the perception of the locus of causality resulting in diminished intrinsic
motivation (Crewson, 1997).

This difference in public versus private motivations has been the focus of renewed
interest as far back as 1982 when Rainey studied reward preferences among public
and private managers, which indicated that public servants value a sense of
worthwhile service to clients and the broader community. However, Rainey failed to
define it further due to the perceived complexity of the concept. Perry and Wise
(1990) subsequently identified three bases for public service motivation (PSM) –
rational, norm-based and affective to which Perry (1996) added a fourth dimension –
self-sacrifice, as it is frequently associated with the public service.
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2.5

Public service motives

The identification of public service motivation (PSM) as a distinct construct (Perry
and Wise, 1990) enabled the development of a measurement scale (Perry, 1996) that
helped to stimulate empirical research in this area. Initially, the focus of PSM
research was primarily situated in the United States (Perry et al., 2010, Perry, 1996,
Perry, 1997, Crewson, 1997, Brewer and Selden, 1998, Wright, 2001) but since the
mid-2000s expanded into other countries (Kim and Vandenabeele, 2010), such as
Korea (Kim, 2006), the UK and Germany (Vandenabeele et al., 2006), Malta
(Camilleri, 2006), Australia (Taylor, 2007), Belgium (Vandenabeele, 2009), The
Netherlands (Steijn, 2008), Switzerland (Ritz, 2009, Anderfuhren-Biget et al., 2010),
Taiwan (Chen et al., 2013), and China (Liu et al., 2008). This increase in
international research into PSM has solidified the notion that public service
motivation does exist regardless of the nationality of the public servant. In addition,
the plethora of publications since the mid-2000s has helped to establish the field of
public service motivation as a distinct research area, contributing to the
understanding and development of public sector performance management and
motivation. The following sections provide an outline of the research field of public
service motivation pertinent to this study.

Rainey (1982) coined the term public service motivation in a comparative study of
private and public middle managers. His study built on previous research
publications that investigated differences between private sector employees and
public servants

(Rainey et al., 1976a, Buchanan, 1975). The most significant

findings of Rainey’s (1982) comparison are a clear difference in reward preferences
with the public service scoring lower on survey items concerning higher pay and
money

and significantly higher on items asking about meaningful public service

and doing work that is helpful to other people (p.292). Rainey concludes that
although monetary rewards were not valued as highly, the differences were not as
marked as in some previously reported studies. He further states that alternative
incentives, such as fulfilment of service motives, take on more importance for
motivating public servants.
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Another public-private comparative study at that time discusses the efficacy of four
motivational techniques (Perry and Porter, 1982): monetary incentives, goal setting,
job design, and participation. This study raises several questions for future research,
including the complexity of measuring and rewarding performance, in particular the
lack of goal crispness, a term coined by Buchanan (1975) in relation to diffuse and
conflicting goals within many public organisations. In conclusion, Perry and Porter
(1982) call for further research on motivation in the public sector as an important
step to understand better the variables that motivate approximately 20 percent of the
American population employed in the public sector.

This call for increased research went largely unheeded until the early 1990s when
Perry and Wise (1990) published their seminal paper on the motivational bases of
public service. The paper seeks to clarify the nature of public service motivation
(PSM) and draws on previous literature to ‘identify the phenomena more precisely’
(p.368). Analysing and discussing theories of public service motivation, Perry and
Wise first distinguish PSM as a motive based on psychological deficiencies that need
to be eliminated. They then classify those theories into three distinct categories:
rational, norm-based, and affective.

The rational motive appeals to individuals who want to participate in public policy
making, an exciting and dramatic exercise that reinforces one’s image of selfimportance, serving social interests whilst satisfying personal needs. Other
individuals with a rational motive may join the public service because they
personally identify with a public program or they may want to pursue a special
interest that otherwise may not be represented.

Perry and Wise (1990) describe the second classification of PSM as norm-based, an
altruistic desire to serve the public interest and a unique sense of loyalty to duty and
to the government. In addition, they include the concept of social equity in this
category, a value that helps to give voice to those who may not have the resources or
abilities to speak for themselves.
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The third classification is the affective dimension of PSM, which Perry and Wise
(1990) explain as the patriotism of benevolence as defined by Frederickson and Hart
(1985): ‘an extensive love of all people within our political boundaries and the
imperative that they must be protected in all of the basic rights granted to them by
the enabling documents’ (p.459). This love of all people represents a moral position
expressed through an emotional response to human needs and a willingness to
sacrifice for others.

Perry and Wise (1990) then go on to theorise behavioural implications of PSM: an
individual’s propensity to seek work in the public service, the positive relationship of
PSM and individual performance, and a public organisation’s reduced dependency
on utilitarian incentives to manage individual performance.

The three dimensional PSM framework identified by Perry and Wise (1990),
provided a basis for Perry (1996) to develop a measurement scale. However, he
included a fourth dimension, self-sacrifice, as it is frequently associated with public
service and depicts the willingness to forgo tangible personal gains for the service to
others. He quotes President Kennedy’s call to ‘ask not what your country can do for
you; ask what you can do for your country’ as an example of the self-sacrifice
motive. Perry’s final scale consists of 24 items (reduced from 40) measuring the four
subscales of attraction to policy making (rational dimension), commitment to the
public interest (normative dimension), compassion (affective dimension), and selfsacrifice.

The measurement scale developed by Perry (1996) provided an impetus for increased
research into the PSM construct. The majority of studies in the late 1990s focussed
on comparisons between private and public sectors (Pratchett and Wingfield, 1996,
Crewson, 1997, Brewer and Selden, 1998, Rainey and Bozeman, 2000) and on
antecedents of PSM (Perry, 1997) and helped to solidify the notion that public
service motivation is a construct of importance for the management of public
servants.
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Brewer and Selden et al. (2000b) built on Perry’s measurement scale using his forty
original items with reverse items reworded to positive statements. They then used Qtechnology to determine four factors: samaritans, communitarians, patriots, and
humanitarians. Samaritans are strongly motivated to help other people, they perceive
themselves as guardians of the less privileged and when observing people in distress
react emotionally. Communitarians are explained as those who display a sense of
duty and servitude to citizens and regard public spirit highly, a good deed is valued
higher than financial gain. Patriots are those who protect, advocate and work for the
good of the public, often for causes much bigger than themselves. Those who fall
into this category put duty before self; they would even risk personal loss to help
someone else and campaign for the rights of others and for the good of society. The
final factor is humanitarians who display a strong sense of social justice. They view
many public causes as a ‘vehicle for making society fair’ (p.260) and believe in an
ethical and competent public service. The findings of this study suggest that
economic rewards do not play a big role for those four conceptions of PSM and
similarly, Perry’s rational dimension, which posits that individuals gain a better selfimage by being engaged in policy making, did not emerge as an overriding factor in
this study. Brewer and Selden et al. conclude that PSM is a complex construct with
overlapping conceptions and that all three types of Perry and Wise’s (1990) public
service motives are represented in all four groups.

Wilson (2003) on the other hand used politics, values and commitment to
operationalise and measure public service motives. She predicted that politics and
values have a strong influence on the commitment of workers and considering that
political neutrality is an important value in federal government, a perceived political
environment – whether positive or negative – would affect the commitment level of
public servants. Wilson surveyed 942 senior executives and found that ‘the more
politics executives either personally experienced or witnessed the less were their
commitment levels’ (p.167). Wilson then goes on to explain her findings using Perry
and Wise’s three categories of public service motives concluding that a personorganisation fit (value congruency) is an important factor in the public service.
Wilson’s study provides good insights into the relationship between political
neutrality and commitment; however, her link to public service motives is rather
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tenuous. For instance, she links her survey question ‘protecting senior executives
from arbitrary and capricious actions’ to Perry and Wise’s rational motive as it
embodies self-interest. However, the rational motive as explained by Perry and Wise
(1990) is reinforcing one’s image of self-importance by being public-spirited, or a
personal identification with a public program thus combining personal needs whilst
serving social interests.

Considering the expansion of PSM research since the early 2000s it is interesting to
note that Perry’s measurement scale is still prevalent in empirical studies. However,
several authors have used abridged versions of Perry’s instrument because the
lengthy scale is not easily integrated into large surveys (Wright and Pandey, 2008,
Kim, 2006, Vandenabeele, 2008, Coursey and Pandey, 2007). Coursey and Pandey
(2007) proposed a shortened scale using only three dimensions (dropping selfsacrifice), and a 10-item scale. They found that the shortened measurement
instrument shows evidence of validity and reliability equal to or better than Perry’s
scale, supporting not only the shortened version but also the original dimensions.
However, they caution that scale development should continue and the shortened
scale should not be considered final (p.563). In particular, if the primary purpose of
the analysis is the study of PSM the longer scale may be more desirable.

In contrast, Vandenabeele (2008) extends Perry’s measurement scale by including
three additional dimensions. Vandenabeele’s reason for this variation is based on the
premise that public values differ across regions in the world and Perry’s instrument
has been primarily developed for the United States public service. Vandenabeele
draws on comparative literature research of four European countries (France, The
Netherlands, Germany, and the United Kingdom) and a pilot study with Flemish civil
servants, to propose three additional dimensions of PSM: equality, bureaucratic
values, and customer orientation. However, the subsequent analysis did not support a
seven dimensional model with the results providing support for the original
dimensions of the PSM construct. Nevertheless, an additional dimension was found
to be a possible valid extension of Perry’s model – democratic governance – a
dimension that combines equality and bureaucratic value and is representative of
public service values such as accountability, neutrality, equity, and adaptation to
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circumstances. Vandenabeele however calls for further research to strengthen the
democratic governance dimension as it adds theoretical value in the concept of PSM.
In conclusion, Vandenabeele’s study demonstrates that the factorial structure of
Perry’s original measurement instrument remains in place (Vandenabeele, 2008, p.
143).

The validity of Perry’s measurement construct is corroborated by numerous research
studies (Taylor, 2007, Anderfuhren-Biget et al., 2010, Brewer et al., 2000b, Bright,
2009, Coursey and Pandey, 2007, Houston, 2000, Kim, 2006, Leisink and Steijn,
2009, Liu et al., 2008, Vandenabeele, 2008, Vandenabeele, 2009, Taylor, 2013, Scott
and Pandey, 2005) and it remains the most used measurement scale for public service
motivation, whether in an abridged or extended format.

Several of the research studies look at the relationship of PSM with other constructs,
such as job performance (Leisink and Steijn, 2009), work outcomes (Taylor, 2007),
organisational performance (Manolopoulos, 2008), perception of red tape (Scott and
Pandey, 2005), organisational commitment (Kim, 2006, Camilleri and Van der
Heijden, 2007, Ritz, 2009), citizenship behaviour (Pandey et al., 2008), team
relations and support (Anderfuhren-Biget et al., 2010), job tenure (Georgellis and
Tabvuma, 2010), pro-social behaviour (Brewer and Selden, 1998, Grant, 2008),
leadership (Paarlberg and Lavigna, 2010), and customer orientation (Needham, 2006,
Paarlberg, 2007). It is this last construct that warrants further exploration in light of
this study. As eluded to earlier, customer service strongly resonates with public
servants’ desire to help the public (Needham, 2006) and should therefore contribute
positively to public service motivation.

Since the new public management reforms in the early 1980s research into customer
service orientation increased within the public sector (Du Gay and Salaman, 1992,
Fountain, 2001, Alford, 2002, Alge et al., 2002, Needham, 2006, Korunka et al.,
2007, Paarlberg, 2007), however, the relationship between customer service
orientation and public service motives has received little attention. Paarlberg (2007)
does explore the impact of customer service on public servant performance and
normative and affective motivation. His findings indicate that there is indeed a
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positive relationship between customer orientation and performance and motivation.
As mentioned earlier, his research investigates a support unit of the American
defence forces that directly deals with the end-user (the war-fighter). Not only did
the public servants have ‘valuable information that improved the quality of the
product or service they provided’ (Paarlberg, 2007, p.220), they also had personal
relationships with their customers, either real or perceived – just knowing that
someone out there (fighting the war) is helping to keep us safe. This greatly reduced
the complexity that is often inherent in public service organisations where it is
generally difficult to identify the customer. In addition, the contribution to public
value (the safety of the nation) provides a clear link between the product and service
provided and the end-user (customer), again a link that is often blurred in a public
service context (Fountain, 2001, Alford, 2002). Besides, Paarlberg’s study contains
no formal measure of public service motivation.

Considering the increased emphasis of customer service orientation within public
service organisations, the need for public managers to enhance effective and efficient
performance, and consequently to motivate and incentivise public employees, it is
important to know about the relationship between customer service orientation and
public service motivation. This research study will contribute to the pertinent
literature by investigating this relationship and by analysing the effects an
organisation’s customer service orientation has on public service motivation.

2.6

Chapter summary

New public management reforms have attracted wide research with a variety of
criticisms and some praise. The criticisms are often dependent on the philosophical
viewpoint of the authors ranging from disapproval of private sector management
practices in the public arena to critiques of implementation practices or structural
changes to public organisations. Some of the research literature is cautiously
embracing reform programs, providing insights into the effects of those programs
such as performance, administrative approaches, and customer orientation. Despite
the criticisms, reform programs have been widely implemented in the public sector,
and in particular, customer service orientation is a dominant factor in the Australian
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public service. Given the importance of this reform measure, the dearth of research in
this area is surprising, specifically with the amount of research that is available for
the private sector. The complex nature of the customer in public organisations, the
lack of a direct link and clear goals for public employees, and the need for fair and
equitable services are important considerations. In addition, the intrinsic nature of
public service motivation and resource constraints for extrinsic incentives are further
complexities that need careful attention and warrant further research. Although
public service motivation has received increased attention in academia, only a small
number of studies look at the relationship between customer service orientation and
public service motives. This study aims to narrow this gap by firstly investigating
the impact reform programs have on public servants and secondly analysing the
relationship between an organisation’s customer service orientation and public
service motivation.
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3 THE IMPACT OF PUBLIC SECTOR REFORMS
3.1

Introduction

This chapter describes exploratory research conducted as part of this thesis. In the
first part the research question relating to the exploratory qualitative study is stated,
followed by the context this part of the research is situated in, including the reason
for choosing a particular agency for the qualitative fieldwork. The next part of this
chapter deals with data collection methods, including the interview process, sample
design and procedures, interview length, participant recruitment, interview location,
timing and conduct. The analysis of the interview data follows, comprising coding
data, searching and interpreting text, and identifying themes and concepts. The
subsequent section of this chapter examines findings, in particular the two concepts
identified in the analysis – customer service and motivation, which are discussed in
light of theoretical constructs pertaining to customer service orientation and public
service motives. The chapter concludes with ethical considerations and a summary.
3.2

Research question 1

This study aims to investigate the impact that reform measures in the Australian
public service may have on their employees. The Australian public service has
introduced new management procedures based on private industry during major
reforms over more than twenty years (for a detailed discussion see chapter 2).
Therefore, the first research question in this study is:

What areas of concern do public servants perceive after the
implementation of management reforms?

A qualitative approach (in-depth interviews) in one public service agency is used to
elicit issues of concern and to identify areas that may need further investigation.
3.3
3.3.1

The research context for this part of the study
Choice of organisation

For the exploratory part of this study a federal Australian public service agency was
deemed appropriate as it had experienced major changes to its services, was located
within a reasonable distance from the researcher’s place of work, and was willing to
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allow the researcher access to their employees. In addition, the researcher was
previously employed by this public service agency, which facilitated recruitment of
participants for the study. Whilst studying part time for an undergraduate degree in
management and a master’s degree in strategic human resource management the
researcher observed the initial stages of reform implementation and was able to
compare the practical difficulties with the theoretical underpinnings of the reform
programs. Through this personal experience and close interaction with other public
servants it became apparent that the reform programs implemented by the Australian
government in the early 1990s provided rich grounds for research. This public
service department in particular seemed appropriate for the study of the effects of
those changes as it had experienced major reform processes. In a short period of time
the organisation had had to change from a government department that was processdriven, highly structured and regulated to a customer-oriented and outcomes-focused
service agency that had to compete for government contracts, account for its budget,
and show performance outcomes including customer service satisfaction results.
These changes reflect the implementation of market-based processes. Of particular
interest is the perceived conflict between the inherent public service ethos – the
intrinsic motivation for public servants, and the extrinsic focus that is the basis for
many market-based practices (Crewson, 1997, Rainey, 1982, Perry et al., 2006).
3.3.2

Choice of method

An interview style approach was deemed appropriate to explore whether this agency
experiences a conflict between intrinsic motivation and extrinsic focus of its
customer service orientation, and if so, what sort of issues public servants are facing.
Interviews provide excellent tools for exploring perceptions and for generating
hypotheses (Cavana et al., 2001, DiCicco-Bloom and Crabtree, 2006). In addition
semi-structured, in-depth interviews allow the researcher to ask open-ended
questions, based on a central research theme to gain comparative data whilst being
flexible enough to pursue details that may emerge during the interview (Knox and
Burkard, 2009). This technique is especially suited to obtaining rich insights into
meanings and perceptions of participants and uncovering issues that are important to
them. Face-to-face interviews allow the researcher to build rapport and trust,
enabling the interviewees to disclose freely personal experiences, opinions and
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insights (Knox and Burkard, 2009, Chaudhary, 1991, DiCicco-Bloom and Crabtree,
2006).
3.4

Exploratory research method

In view of the benefits of an interview-style research method as outlined in the
previous section, personal semi-structured, in-depth interviews were carried out with
the main purpose of identifying issues public servants perceive after the
implementation of new market based procedures. This method produced rich data,
which was subsequently explored and analysed.

The following sections discuss the procedures used for the exploratory phase of this
study. In particular, the sampling design, participant recruitment, the interview
process, including location and timing, conducting the interviews and the length of
interviews is described.
3.4.1

Sampling design

As noted earlier, the sample for the interviews was drawn from a federal agency that
had recently undergone major reform implementations. The interviewees included
front-line officers and their immediate supervisors, officers providing a specialised
service, as well as HR support officers and middle managers. The majority of
interviewees were drawn from a small regional office whose manager allowed the
researcher access to the interview participants. This consent was crucial in obtaining
ethics approval for this research from the agency’s federal headquarters. HR support
officers and middle managers were drawn from the headquarters responsible for that
area.

It is interesting to note that the gender divide in the sample is equal for the regional
office and headquarters (71 percent female). The average service length is
considerably higher in the regional office with 75 percent over 10 years as compared
to 57 percent at headquarters. A description of the interviewees’ demographic
composition is provided in Table 3.1 below.
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Characteristic

Regional office

Headquarters

n (%)

n (%)

Male

7 (29)

2 (29)

Female

17 (71)

5 (71)

n (%)

n (%)

0-4yrs

3 (12.5)

1 (14.3)

5-9yrs

3 (12.5)

2 (28.5)

10-14yrs

7 (29)

1 (14.3)

15-19yrs

7 (29)

1 (14.3)

20yrs +

4 (17)

2 (28.5)

Gender

Length of Service

Table 3-1: Sampling frame

3.4.2

Participant recruitment

The Human Research Ethics Committee of the researcher’s university and the public
service agency granted ethics approval for the exploratory part. All ethical guidelines
set out by the parties were strictly adhered to by the researcher. The public service
agency’s ethics committee approved the recruitment of thirty to forty public servants
for the interview process.

Due to the personal involvement of the researcher as a former employee and
colleague, a verbal approach was deemed the most appropriate way of recruiting
interviewees. Consent for the interviews was sought from the manager of the
regional office as well as from the Human Resource (HR) manager of the area the
regional office was situated in. The HR manager also agreed to allow HR officers
and middle managers within the area office to participate – depending on individual
public servants’ consent and resource availability at the time of the interviews. I
visited the regional office on several occasions and secured agreements from twentyfour officers to participate in the research project. HR officers and middle managers
were sent emails and seven participants were recruited giving thirty-one participants.
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3.4.3

Interview location and timing

Interviews were held at the offices where the interviewees were located. This was at
the request of the agency to minimise disruption to their services. The agency gave
approval to conduct the research interviews during the employees’ working hours
and, after consultation with the relevant managers, a ten-month interview period was
agreed upon. This took into account busy periods within the agency, new policy
implementations and leave considerations. The interviews took place in meeting
rooms to provide a private and confidential environment and to allow the interviews
to be taped without external noise disruptions (Davies, 2007). Three of the interviews
were disrupted by urgent business requirements, however, resumed after a short
interval.
3.4.4

Conducting the interviews

Prior to the interview, the participants were given a participation information sheet
and a consent form. At the start of the interview, the consent form was collected and
a brief overview of the research was provided. Permission was then sought for taping
the interviews (Davies, 2007). The interviewer stressed that the interviews were
rather informal with minimal questions asked and that the respondents were free to
expand on issues they deemed important.
3.4.5

Length of interviews

The interviews lasted approximately 45 minutes on average. The shortest interview
was seventeen minutes and the longest was recorded at one hour and fifty-four
minutes. The interview length was determined by the amount of time needed to
establish rapport (DiCicco-Bloom and Crabtree, 2006, Knox and Burkard, 2009) and
the information provided by the interviewee. Due to the semi-structured nature of the
interview, it was possible for the interviewees to discuss areas they thought important
providing rich information that may not have been uncovered in a more structured
approach.
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3.4.6

Information saturation

Overall, thirty-one interviews were conducted over a ten-month period. Transcription
of the interviews and initial analysis took place concurrently with the interviews.
This process helped with the identification of recurrent themes leading to a point in
the data collection where no new information was identified. DiCicco-Bloom and
Crabtree (2006) refer to this as data saturation, which signals that data collection is
complete.
3.5

Analysing interview data

The following section describes the analysis of the data and includes coding the data,
searching and interpreting text, and identifying themes and concepts.
3.5.1

Initial impressions

During the course of the interviews, the researcher became increasingly aware of a
strong customer service orientation amongst the interviewees and their frustration at
not being able to provide what they saw as good customer service due to resource
constraints and/or so called ‘red tape’. Coupled with another recurring theme – low
morale and decreased motivation – further investigation into customer service
orientation and its impact on public service motivation was deemed necessary.
3.5.2

Coding raw data

The interviews were coded to ensure the anonymity of the participants as required by
the ethics committee but also for the convenience of the researcher to identify and
refer to interviewees in a meaningful yet confidential manner. The interviews were
first coded using the location and the sequence in which the interviews took place
with further codes allocated according to the interviewees’ gender, position, and
length of service. The positions were generalised as customer service officer,
regional manager, and head-office manager. Length of service was categorised as
service years in brackets of 0-4, 5-9, 10-14, 15-19, and 20+ years. All interviews
were transcribed and read several times to increase awareness of the data (Davies,
2007).
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3.5.3

Searching and interpreting text

Four broad themes of issues were identified from the initial examination of the
interview transcripts – performance management; training and development; morale
and motivation; and customer service. The transcripts were uploaded into qualitative
data-analysis software QSR NVivo 8 and searched for text relating to the four broad
issues. For example, when searching for units of text relating to customer service the
words customer, client, citizen, satisfaction, quality, behaviour, timeliness and so on
were used to identify instances in the interview relating to this domain. Similarly
words like motivation, morale, purpose, (job) satisfaction, value, goal and objective
were used for the issue of motivation. The resulting text was assessed in regards to
the relevance it had for the four domains.
3.5.4

Identifying themes and concepts

Interpretation of the units of text confirmed the four themes or issues as discussed in
the previous paragraph. Further analysis revealed that the identified themes revolved
around two main concepts that seemed to be important to the majority of
participants, specifically customer service and motivation. For instance, one regional
manager (RON125) talked about allocated learning and development time and that
staff feel unable to take it because customers are waiting in long queues (customer
service theme), and a customer service officer (RON120) stated it is was stressful to
see all those people lined up (motivation theme).

A strong representation of the two main concepts of customer service and motivation
is apparent in all thirty-one interviews.

3.6

Findings

The primary objective of the first phase of the study is to identify issues that are of
concern to public servants after the implementation of NPM. This section discusses
the two major issues identified: customer service and motivation.
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3.6.1

Customer service

Customer service appeared to be an important issue for all interviewees who
participated in this study, including managerial and support staff. Talk about
customer service included internal customers, such as other staff within the
organisation, but was mainly focused on the external customers of this agency. There
seemed to be consensus amongst all interview participants that customer service was
important to the organisation, however, the actual service delivery and the support
system that underlies good customer service was of some concern to most of these
public servants. One recurring issue raised about service delivery was lack of time. In
particular, lack of time to serve customers and lack of time for what employees
termed ‘back office stuff’.
3.6.1.1 Time constraints
Customer service appeared to be seen as lacking due to inadequate time spent with
customers. Interviewees commented on the pressure to complete a certain number of
interviews/cases within a specific time frame which does not allow them to spend
adequate time with the customer. One public servant stated:
One of the things we have lots of problems with is that people (customers)
are not told enough (about their entitlements/obligations). (RON111, female
customer service officer, 10-14 service years)
This meant there is not enough time to spend with the customer as officers are
checked on the number of activities they put through – putting pressure on them to
complete interviews quickly. Another customer service officer put it more directly.

The only problem is you don’t get the time (for quality service) – that’s (the
attitude is) get rid of them (customers) – get on to the next one, get rid of
them, get on to the next one. (RON115, male customer service officer, 15-19
service years)
One public servant showed concern for the customers, saying:
And I couldn’t leave (a customer) who is in distress because my time is up for
this person. I mean that’s not customer service. (RON116, female customer
service officer, 15-19 service years)
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3.6.1.2 Back office work
The second area of concern related to ‘back office stuff’, meaning training, team
meetings, reading emails and memorandums to keep up to date with changes to
legislation and guidelines, and frequent updates to computer systems/software. Each
officer is allocated a weekly amount of learning and development time. However, as
one manager stated:

I allocate them learning and development time. They don’t get it, because
they are very focused on their customer and if the queues are out the door
they won’t take it [learning and development time]. (RON125, female
regional manager, 10-14 service years)
The same manager raised concerns about team meetings:

That’s a real luxury [to have team meetings]. If I have it, I have three team
meetings because you can’t pull everyone out [of customer service]. Another
manager did try to call a team meeting leaving only a skeleton staff to deal
with enquiries and was drawn over the coals for doing it, ‘cause the
[customer] queue length blew out. (RON125, female regional manager, 10-14
service years)

3.6.1.3 Training
Training and keeping up to date with new regulations was of concern to the majority
of front-line employees interviewed, as well as to several managers. One manager
commented:

To be able to go through your emails, look at, you know, changes to
instructions on how to do things or policy changes and all that - people just
don’t get the time. (RON120, female regional manager, 15-19 service years)
Some observations from customer service officers:

I haven’t had any formal training for what I am actually doing. (RON126,
male customer service officer, 15-19 service years)
Training is always an issue. Training is something I have been fighting for
[for] years, I just never get it. (RON131, male customer service officer, 15-19
service years)
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I was well respected (in her previous position) (…) and to come here and be
basically feeling like I was an idiot (due to lack of training), I found that
terribly hard to handle. (RON132, female customer service officer, 10-14
service years)
Despite the interviewees’ concern about training, development and reading time the
overarching issue was still that of customer service. As one front-line employee put it
rather bluntly:

So that’s where it (performance and customer service) falls down big time
because we are not getting trained. (RON115, male customer service officer,
15-19 service years)
This comment also shows the employees’ understanding of the importance of
customer service within that agency: lack of training, because it was sacrificed to
allow more time for customer service, actually leads to reduced customer service.
The recognition of the importance of customer service was further emphasised by
comments such as:

People are recognising the fact that it is a customer driven organisation.
(RON114, male customer service officer, 15-19 service years)
And:
Everybody knows that the (important thing is) the person who walks through
the door. (RON115, male customer service officer, 15-19 service years)

3.6.1.4 Operational staff
Another concern with customer service was the ratio of operational staff (front-line
employees) to non-operational staff (managers/supervisors and support officers). One
long-term employee stated in the interview:

The resourcing - if you count the number of people in this office and then go
back and count the number who are actually front line staff, it has gone from
– it used to be one, I think, non-operational staff to three operational staff
and now it’s almost one to one. (RON114, male customer service officer, 1519 service years)
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This shows that although the agency values customer service orientation the
operational structures to support this value are felt to be inadequate.
3.6.1.5 Internal customer service
In addition some managerial staff whose main role is to provide support services to
other staff did not see themselves as providing a service to their internal customers.
Instead they saw themselves as administrative officers:

Whereas we are in administration, we don’t deal with customers; we deal
with [continued with a list of internal customers]. (ROA101, male head-office
manager, 15-19 service years)
This suggests that the agency may have only identified external customers, but not
internal customers even so they are an integral part in most organisations and
particularly in the public service (Marshall et al., 1998, Gremler et al., 1994,
Navaratnam and Harris, 1994).
3.6.1.6 Customer surveys
One interviewee stated that the agency did customer surveys on a regular basis
through random phone calls but when asked about the outcome of those surveys she
stated:

I suppose you are able to find it somewhere but I never have looked for it.
(RON116, female customer service officer, 15-19 service years)
This indicates a lack of dissemination of customer information within that agency.
Even though information about customer service requirements is gathered through
surveys, the findings from those surveys are not readily available to public servants
dealing with those very customers.

In summary customer service delivery was seen as a big concern for most interview
participants, despite the fact that the majority of interviewees perceived that the
agency valued customer service. The findings also suggest that particularly front line
employees appear to have a high customer service orientation but resource
constraints inhibited effective and efficient customer service.
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3.6.2

Motivation

The second main issue identified in the qualitative study was the motivational aspect
of the interviewees. The general tone of the interviews was akin to
capitulation/resignation; that is, interviewees indicating they were unable to change
the situation. This was particularly felt by those interview participants who worked in
direct customer contact areas. The length of the customer queues and the lack of
resources (time, training) were felt as stressful and taxing. One of the interviewees
stated that customers were giving out complaint cards to other customers:

Cause they were waiting so long. (RON117, male customer service officer,
10-14 service years)
That same person also stated that:

Most people who work here try pretty hard to do the best they can. There is
more disgruntled people (staff) than we have had [in the past]. (RON117,
male customer service officer, 10-14 service years)
Another stated that:

It was quite stressful looking up and seeing that queue. (RON120, female
regional manager, 15-19 service years)
This manager commented further that officers had to slow down to a realistic speed
and even take tea-breaks now in order to cope. In the past, tea-breaks were
encouraged by management in line with occupational health and safety regulations.
Since the implementation of new customer service procedures many public servants
were more concerned with attending to customers and would often forego their midmorning break. As RON116 (female customer service officer, 15-19 service years)
stated:

...and I couldn’t leave (a customer) who is in distress because my time is up
for this person.
This implies that officers will forego their regular breaks and even work into their
lunch hour or late nights to ensure customer service delivery is met.
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Concerns that were raised about development time and training went hand in hand
with low motivation. Interviewee RON126 (male customer service officer, 15-19
service years) stated that:

The level of how people (staff) feel is certainly not very good...the lack of
training. No, morale is not good at all.
One long-term employee commented about her own motivation:

And now it’s just go to work and there’s no enjoyment...that’s sad. (RON116,
female customer service officer, 15-19 service years)
Another officer said:

I think that you would be strapped to find somebody in this office that (sic) is
happy to be here. (RON123, male customer service officer, 10-14 service
years)
At the same time there is an underlying work ethic that appears to help public
servants to get through their work even under stressful circumstances. One manager
commented:
We have that work ethic and we want to make sure we do what we need to
do. (ROA101, male head-office manager, 15-19 service years)
In a similar vein another manager stated:

My work ethics are good. I think job-satisfaction in itself is enough for me
(my motivation). (ROA103, female head-office manager, 5-9 service years)
A front-line interviewee was rather more cynical about the agency stating:

I think they (management) sort of exploit us a bit, knowing our good nature is
going to make sure we get the job done. (RON126, male customer service
officer, 15-19 service years)
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Overall, the feeling of low morale and motivation and the ‘I can’t do anything about
it’ attitude prevailed throughout most interviews. Interviewees’ concern for their
customers and in part for their colleagues was also strongly present, specifically for
those officers who worked directly at the frontline including their supervisors and
support staff (mostly low-level management).
3.6.3

Discussion of findings

3.6.3.1 Customer service
The agency appears to display some customer service orientation in as far as it
collects information from its external customer base however, according to one
interviewee, customer information is not readily accessible as indicated by her quote:

You are able to find it somewhere. (RON116, female customer service
officer, 15-19 service years)
Kohli and Jaworski (1990) state that organisations that use market intelligence
perform better than those who do not. They identified market intelligence as the
collection, analysis and dissemination of customers’ needs and expectations and the
organisation’s responsiveness to this information (Kohli and Jaworski, 1990). Even
though the agency does collect information about its customers (and likely analyses
that information), there is no apparent dissemination of this information to
employees. There is also some evidence that customer information is limited to
external customers as one manager responsible for support services did not think of
managing the job of his/her team as looking after (internal) customers but rather
described its services as administration.

Another important aspect of customer service orientation has been identified as the
culture and philosophical orientation of an organisation (Deshpande et al., 1993,
Lichtenthal and Wilson, 1992, Carr and Lopez, 2007, Johnson, 1996, Korunka et al.,
2007).

The majority of the interviewees showed a genuine concern for their

customers and also acknowledged that the organisation deemed customer service
important by showing a general cultural and philosophical trend towards customer
service orientation. In addition the agency published several documents outlining its
customer service focus (State of the Service Report 2010, Customer Service Charter,
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Customer Service Standards) demonstrating a philosophy that views customer
orientation as imperative to its service delivery.

A further perception of customer service orientation is the actual service encounter
and the face-to-face interaction with the customer (Korunka et al., 2007). It is at this
stage that the majority of the interview participants displayed their concerns. Issues
such as time constraints (inhibiting interaction with customers), lack of training, and
inability to keep up-to-date with current regulations were factors that appeared to
affect the service encounter. Despite a general friendly disposition towards their
customers, interviewees worried that their customer service was inadequate leaving
customers dissatisfied with the service encounter. It is important to state here that the
public service differs from its private counterparts in as far as customers are unable
to choose their service provider (Roberts et al., 2003) and may not be able to receive
the goods and/or services they desire due to legislative limitations (Alge et al., 2002,
Fountain, 2001). Nevertheless, the actual service encounter is expected to be factual,
efficient, timely, and respectful. Interviewees’ perception of the service encounter
found it lacking in several of these areas.
3.6.3.2 Motivation
Motivation and low morale are also identified as of concern to the interviewees. This
is despite a display of internal motivation to look after those less privileged:

...and I couldn’t leave (a customer) who is in distress because my time is up
for this person. (RON116, female customer service officer, 15-19 service
years)
This finding is similar to what has been discussed in the PSM literature. Previous
research into PSM has identified a stronger internal motivational orientation for
public servants as compared to private sector employees who tend to be more
motivated by external rewards (Rainey, 1982, Perry and Wise, 1990, Perry, 1996,
Taylor, 2007, Vandenabeele, 2008, Ritz, 2009). Perry and Wise (1990) identified
three analytically distinct categories of public service motives: rational, normative
and affective, to which Perry (1996) added the category of self-sacrifice – because it
is a motive frequently associated with public service. These four conceptions of
public service motives have been validated through numerous research studies
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(Vandenabeele et al., 2006, Vandenabeele, 2007, Taylor, 2007, Steijn, 2008, Perry
and Hondeghem, 2008) and will be used to classify the qualitative findings of this
study as they pertain to motivation.
3.6.3.2.1

Rational PSM

The first conceptual public service motive category identified by Perry and Wise
(1990) is the rational motive.

Although this motive is associated with the

participation in the process of policy formulation and the subsequent reinforcement
of one’s image of self-importance, it can be presumed that implementation of policies
and practical application of rules and regulations would have a similar effect on an
individual’s image perception. Thus, it would equally affect public servants at all
levels including those at the customer service front. For instance, public servant
RON132 transitioned from a call centre into a customer service office. RON132 is a
well-respected, hard worker who takes personal pride in her working standard and
was well regarded and respected by her superiors and peers in the call centre.
Considering the different nature of work procedures and enquiries that take place in a
customer service office, she expected to receive training in her area of responsibility.
This training was not forthcoming and she had to rely on other team members for
help and guidance. This situation was highly demoralising for this public servant
who stated ‘I felt like an idiot’, not knowing the policies and having to tell customers
they had to wait while asking other team members for assistance. That public
servant’s image of self-importance, the need of being in control, the ability of
applying policies and regulations was diminished by the organisation’s lack of
training, resulting in a poor self-image and reduced rational public service motive.
This example demonstrates that not only public policy-making but also public
policy-implementation affects the self-image of individuals and is an important
consideration in the motivation of public servants.
3.6.3.2.2

Normative PSM

Norm-based motives are being described as ‘a desire to serve the public interest’
(Perry and Wise 1990, p.368), an essentially altruistic motive. One’s loyalty to
country and the government, one’s ability to provide services efficiently,
economically and equitably are values associated with this motive.

During the

interviews, it became apparent that this motive was inherent in most participants. In
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particular, the equitable distribution of public funds appeared to be an issue with a
large number of interviewees, many of whom distinguished between customers they
saw as deserving government help and those they saw as not deserving government
help. Customers who are perceived as not deserving are those who are able but
unwilling to help themselves, for instance people who are unemployed and unwilling
to travel and/or relocate to find work, those who refuse to be (re)trained and/or
rehabilitated, and specifically those who deliberately abuse government assistance.
One story of an undeserving customer was recounted by a public servant who stated
that a person deliberately lied and misled their department to receive payments.
Although the department was aware of this situation, in the absence of concrete
evidence they were unable to prevent that person receiving funds ‘undeservedly’.

The general feeling of providing an equitable public service, of using government
funds in the best interest of the general public, highlights the presence of the normbased public service motive within this agency.
3.6.3.2.3

Affective PSM

The third public service motive categorised by Perry and Wise (1990) describes an
emotional state. Perry and Wise use a proposition by Frederickson and Hart (1985)
that the central motive for public servants should be the patriotism of benevolence –
an extensive love of people within the political boundary of a country. Perry (1996)
subsequently termed this motive ‘compassion’ indicating a moral and emotional
attitude towards a specific social context. Affective motives include altruism and
pro-social desires - a willingness to help those who are less privileged or unable to
help themselves. Overall, interview participants indicated a strong concern with
customers, which can be linked to the affective motive – the feeling of compassion
towards people who are in need of government assistance, specifically in situations
where customers are unable to help themselves.

Almost all of the interviewees indicated that despite the many problems faced during
the reform implementations (lack of resources, training issues, and loss of morale)
their main concern was the organisation’s customers. As the same person, who could
not leave a distressed customer, succinctly put it:
59

Customer service is sh*t, just gone out the door. (RON116, female customer
service officer with 15-19 service years)
Another interviewee stated,

You can’t just down tools at the end of the day knowing that people won’t eat
if they don’t get help. (RON126, male customer service officer with 15-19
service years)
One interviewee commented that initially people were not taking breaks because of
the long customer queues waiting to be served (RON 120, female regional manager
with 15-19 service years). Other interviewees also said they could not leave a
distressed customer because of time constraints. One interview participant indicated
that the agency is exploiting this motive knowing that the public servant’s ‘good
nature’ will ensure the work gets done, even with resource constraints. Therefore, the
affective motive appears to be a strong motivational factor within this public service
agency.
3.6.3.2.4

Self-sacrifice PSM

The self-sacrifice motive was added by Perry as it is ‘frequently associated with
public service’ (1996, p.7). This motive refers to the willingness to forego externally
oriented tangible rewards for the internally oriented intangible reward of serving
society. Although interview participants were willing to forego their breaks, and
work longer hours to satisfy customers’ service demands, there was no indication
that they would sacrifice tangible rewards for the good of society. Even though not
explicitly stated, public servants recorded their longer working hours and in turn
received time off in lieu or in certain instances overtime pay. This motive therefore
appears to be less apparent in this particular agency.

3.7

Chapter summary

This chapter outlined the qualitative part of this research study including the analysis,
findings and discussion of the results. The qualitative enquiry discovered that public
servants in one particular agency were concerned about customer service issues and
appeared to have low morale resulting in low work motivation. The discussion of
those findings was structured around three different interpretations of customer
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service orientation (Korunka et al., 2007) and Perry’s widely publicised public
service motives (1996). The qualitative data then suggests that customer service
orientation may have an impact on the motivation of public servants; however, more
data is needed to further investigate this phenomenon.

The following four chapters report the next phase of this research study, outlining a
conceptual model, then utilising a survey to gather data from a larger and more
diverse sample of public servants. This is followed by an analysis of the measures
and a statistical analysis using structural equation modelling partial least squares to
determine the relevance and the impact perceived customer service orientation may
have on public service motives.
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4 CONCEPTUAL MODEL AND HYPOTHESES
4.1

Introduction

The previous chapter reported the findings of the first part of this research, which
indicated a likely impact of customer service orientation on public servants
motivation. As those findings are based on interviews with a small sample of public
servants from one particular agency the results cannot be generalised across the
Australian public service. To find out the extent to which the findings of the first
study can be generalised, it is necessary to increase the sample size of the population
across a number of federal, state and local public service organisations. Before
describing this, however, it is useful to propose a conceptual model of the underlying
theoretical constructs.

This chapter will present the broad research question for the wider study, followed
by an outline of the conceptual model. Specific hypotheses informed by the model
are then outlined.

4.2

Research question 2

The primary research question in this part of the investigation is:

Does an organisation’s customer service orientation impact on
public service motives? If yes, to what extent?

Thus, the two research constructs that will be investigated are public service motives
(PSM) and customer service orientation (CSO).

To facilitate this investigation this study utilises PSM and CSO constructs that have
been tested and validated by previous research. For the PSM construct Taylor’s
(2007) adaptation of Perry’s model is utilised. Perry’s model is widely used (Taylor,
2007, Ritz, 2009, Vandenabeele, 2008) and acclaimed as a methodologically
sophisticated instrument to measure PSM (Brewer et al., 2000a, Houston, 2000,
Vandenabeele, 2008). Taylor (2007) investigates the impact of PSM on work
outcomes in Australia and uses Perry’s model to measure the four dimensions of
PSM: rational motives, normative motives, affective motives, and self-sacrifice.
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However, Taylor found that some of the twenty-four measurement items were
associated with the American culture or lacked clarity in the Australian context. For
instance Taylor changed the wording in the statement from, ‘I believe in putting duty
before self’ to ‘I believe in putting the needs of my community before self’ as duty
has a different connotation in the Australian context. The changes Taylor made are
minor and do not compromise the measurement scale.

The CSO construct is adopted from Korunka and Scharitzer et al. (Korunka et al.,
2007) who developed a scale to measure customer orientation in the public service.
The CSO construct comprises of three dimensions: information-based, culture and
philosophy-based, and service and interaction-based interpretations of customer
orientation.
The first dimension looks at the collection, analysis, and dissemination of customer
needs. This dimension is an important facet of customer service orientation and a
focal point of the MARKOR (Market Orientation) scale, a scale widely used in
private industry (Kohli et al., 1993, Korunka et al., 2007).
The second dimension defines customer orientation in terms of the organisation’s
general philosophy and culture, such as values, norms, and beliefs. The MKTOR
(again, Market Orientation) scale looks at this dimension as an important aspect of
competitive advantage for private sector organisations (Narver and Slater, 1990).
Narver and Slater (1990) posit that corporate culture increases customer benefits and
in turn the profitability of the organisation (Korunka et al., 2007).
The third dimension is the actual service encounter – the quality of the service
interaction and is based on a measurement scale that assesses customer orientation
from the customer’s perspective (Korunka et al., 2007). Korunka and Scharitzer et al.
use these three dimensions in the development of a short scale suited for the public
service. Their final scale consists of seven items measuring information-based,
culture and philosophy-based, and service and interaction-based interpretation of
customer orientation. As the research was conducted in Austria and the US, the scale
was tested in German and English language versions. Both versions showed normal
distribution, one-dimensionality and homogeneity with a Cronbach’s alpha of 0.85
and 0.91 respectively.
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Although the constructs of CSO and PSM have been widely researched in academic
and practitioner literature, the likely impacts of CSO on PSM have not been
investigated to date. The development of this model signifies a unique contribution to
motivational theory and practice in the public service. Specifically, the answers to
the more detailed hypotheses, which explore the individual dimensions of customer
service orientation’s impact on the individual dimensions of public service motives,
will help managers and supervisors, and indeed the public service in general to
understand better the motivational factors affecting their employees. This in turn may
benefit the working environment for public servants as well as their customers.
4.3

Conceptual model

The conceptual model shows the relationship between two reflective constructs. The
public service motive (PSM) construct includes four dimensions: rational, normative,
affective, and self-sacrifice motives as identified by Perry (1996). The customer
service orientation (CSO) construct has three dimensions: information-based
interpretation, culture and philosophy-based interpretation, and service and
interaction-based interpretation of CSO (Korunka et al., 2007).

Construct dimensions can either be formative or reflective. A formative model
indicates that the construct is formed by the individual dimensions, whereas a
reflective model shows that the construct exists independent of the dimensions.
Ringle and Henseler (2012) use the construct of drunkenness to explain the
difference between a formative and a reflective construct. The formative model of
drunkenness would take into account the individual causal dimensions of alcohol
consumption, e.g., beer consumption, wine consumption, spirit consumption and so
on. This means all of those individual dimensions help to form the construct of
drunkenness and without those dimensions the construct would not exist - the
construct is caused by its dimensions (e.g., consumption of beer) and any variation in
the dimensions (e.g., how much beer is consumed) causes a variation in the construct
(e.g., degree of drunkenness). On the other hand the drunkenness construct can also
be reflective, e.g., when dimensions such as ability to focus, reaction time, and
clarity of speech are used to explain the model. In this instance the drunkenness
construct exists independent of the individual dimensions, the dimensions are
interchangeable and any variation in the construct causes variation in the dimensions
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(e.g., a change in the state of drunkenness will affect focus, reaction time, and clarity
of speech).

4.3.1

Reflective versus formative constructs

Coltman and Devinney et al. (2008) provide a useful framework for assessing
reflective and formative models. They use three theoretical and three empirical
considerations to determine whether a measurement model is reflective or formative.
This study utilises the three theoretical considerations to determine whether the PSM
and the CSO constructs can be classified as reflective or formative.
4.3.1.1 Theoretical consideration 1: The nature of the construct
According to Coltman and Devinney et al. (2008) the first theoretical consideration is
to determine the nature of the construct. Reflective models exist independent of their
measures whereas formative models are ‘formed’ by their dimensions (see
drunkenness example above).

PSM is a construct that uses four motivational dimensions as measurement tools:
rational motives, normative motives, affective motives, and self-sacrifice (Perry
1996). PSM exists independent of the measures – that is, public servants have a
unique motivation that is different to their private counterparts. This had long been
recognised but it was not until Perry and Wise (1990) identified a typology of
motives associated with public service that a measurement scale was developed
(Perry 1996). Under this consideration PSM is a reflective construct that exists
regardless of the dimensions that are used as measurement tools.

The status of CSO on the other hand is more difficult to determine. It could be seen
as a formative model as the three dimensions (information, culture and philosophy,
and service interaction) are composite measures of customer service orientation
(Coltman et al., 2008). Any change in one or more of the dimensions is likely to
cause a variation in the construct. For instance, not enough information on an
organisation’s customers is likely to result in lower customer service orientation
within that organisation. However, in this study the measurement scale asks public
servants about their perceptions of their organisation’s customer service orientation.
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This means that the CSO construct exists irrespective of the measures. Indeed, it is
the customer service orientation of the individual public servant that serves as the
construct and their perception (or awareness) of the organisation’s customer service
orientation is reflected in the individual dimensions. As such, CSO in this instance is
considered a reflective construct.
4.3.1.2 Theoretical consideration 2: Direction of causality
The second theoretical consideration identified by Coltman and Devinney et al.
(2008) is the direction of causality between the construct and its indicators. With
reflective models, the causality is from the construct to the indicators whereas with
formative models the indicators cause the phenomenon.

With the PSM construct, the causality flows from the construct to the indicators. That
is, the level of public service motivation affects the various indicators in this
construct, whereas a change in the indicators would not change the level of
motivation felt by the respondent. This then indicates that PSM is a reflective
measurement model.

As with PSM, CSO in this instance is seen as a reflective construct. It is measured in
terms of how public servants perceive their organisation’s customer service
orientation based on their own customer service orientation. That is, public servant’s
CSO exists independently of the individual dimensions. The causal relationship is
from the model to the dimensions – the perception of the organisation’s customer
service orientation is not dependent on the individual measures (Ringle and Henseler,
2012).
4.3.1.3 Theoretical consideration 3: Characteristics of indicators
For a reflective model, indicators are manifested by the construct. Coltman and
Devinney et al. (2008) state that reflective construct indicators share a common
theme, are interchangeable, and adding or dropping an item does not change the
conceptual domain of the construct. Formative models on the other hand are defined
by their indicators, items are not interchangeable and adding or dropping an item
may change the conceptual meaning of the construct (Coltman et al., 2008, p.1252).
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For both, the PSM and the CSO constructs, the indicators share a common theme
(community welfare and customers respectively) and are interchangeable. This also
means that adding or dropping an item does not alter the conceptual meaning of the
models, both of which exist independently of the indicators. This then indicates that
both constructs are reflective rather than formative models.

In view of Coltman and Devinney et al.’s (2008) theoretical framework for assessing
reflective and formative models, both constructs (PSM and CSO) can be classified as
reflective models.

Therefore, based on the two constructs of PSM and CSO, the conceptual model can
be depicted graphically as shown in Figure 4-1.

Indicators X

CSO Construct

PSM Construct

Information

Affective
Reflective

Culture

Indicators Y

Reflective

Perception
of

PSM

CSO

Endogenous

Normative

Exogenous

Rational

Interaction

Self-sacrifice

Figure 4-1: Conceptual model of the relationship between CSO and PSM
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4.4

Hypotheses

The conceptual model indicates that public servant’s perception of their
organisation’s customer service orientation affects their public service motivation as
suggested in the qualitative analysis of this study. In addition, the reviewed literature
identifies CSO as an important dimension of various constructs such as employee
performance, work attitude and motivation (Paarlberg, 2007); quality of working life
(Korunka et al., 2007); job satisfaction and organisational commitment (Donavan et
al., 2004, Rod and Ashill, 2010); and employee engagement (Anaza and Rutherford,
2012). Moreover, all of these constructs are positively associated with public service
motives (Crewson, 1997, Kim, 2006, Camilleri and Van der Heijden, 2007, Liu et al.,
2008, Manolopoulos, 2008, Pandey et al., 2008, Leisink and Steijn, 2009,
Anderfuhren-Biget et al., 2010, Taylor, 2007, Taylor, 2008, Taylor, 2009, Taylor,
2010, Taylor, 2013) providing a compelling link between CSO and PSM. It is
therefore posited that an organisation’s customer service orientation has a positive
impact on public service motives as reflected in the following hypothesis:

H₁: CSO is likely to have a positive impact on PSM.

The null hypothesis posits there is no association between the two constructs of CSO
and PSM. Rejection of the null hypothesis indicates that CSO does have an impact
on PSM in the Australian public sector.

As discussed previously the literature on PSM identifies four dimensions that are
associated with this construct: rational, normative, affective, and self-sacrifice (Perry
and Wise, 1990, Perry, 1996, Taylor, 2007). Similarly, the CSO construct has three
dimensions that are important indicators of CSO: information, culture and
philosophy, and service interaction (Korunka et al., 2007, Narver and Slater, 1990,
Kohli and Jaworski, 1990, Matsuno et al., 2005). The following section outlines
empirical, theoretical, and qualitative support for including individual dimensions in
the analysis of the impact of CSO on PSM. In addition, it is important to look at the
individual dimensions of the CSO construct – information, culture and philosophy,
and service and interaction – to identify whether the impact on PSM varies when
measured at the individual level. Managers may find it helpful to know whether
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employees’ motivation differs if the organisation has abundant information on their
customers but does not have a supportive customer-service orientation culture.
Moreover, the PSM construct consists of a cluster of motives – rational, affective,
normative, and self-sacrifice – and it is likely that CSO affects each of these motives
to varying degrees. It is therefore necessary to look at each individual CSO
dimension and the likely impact it may have on PSM and on each of the individual
motives that make up the PSM construct. The following sections outline the expected
relationships between these constructs and their dimensions.

4.4.1

The impact of CSO on the rational dimension of PSM

As discussed in chapter two, the rational dimension of PSM refers to utility
maximisation, satisfying personal goals whilst serving social interests, the advocacy
for a special interest, and the feeling of self-importance when participating in making
and/or implementing policies (Perry and Wise, 1990, Perry, 1996, Taylor, 2007). For
instance, a citizen who strongly believes in assisting disadvantaged people may want
to be involved in shaping and administering policies and procedures that align with
those values. Correspondingly, the feeling of importance that comes with detailed
knowledge of policies and procedures, the ability to apply those policies and
procedures. Therefore, to provide knowledgeable advice and guidance to customers,
to be seen as a competent public servant who is able to interpret and implement
complex policies, can be seen as part of the rational public service motivation. The
qualitative findings indicate that public servants feel strongly about customers in
need of assistance (see Chapter 3.6.1). However, the qualitative findings also show
that public servants have a diminished sense of self-importance if they do not have
adequate knowledge to help their customers as indicated by the following interview
excerpts:
I haven’t had any formal training for what I am actually doing. (RON126,
male customer service officer, 15-19 service years)
Training is always an issue. Training is something I have been fighting for
[for] years, I just never get it. (RON131, male customer service officer, 15-19
service years)
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I received no training (…) the pressure was put on the other colleagues (…)
and they certainly got very fed up with having to carry me (…) I wanted to do
it right, but you can’t if you don’t know how to (…) I found it extremely
hard, it affected my health. (RON132, female customer service officer, 10-14
service years)
Therefore, the ability to provide knowledgeable, effective and efficient service to
citizens in need of government assistance allows that feeling of self-importance. On
the other hand, inadequate training and resources undermines the confidence of
public servants, which in turn negatively affects the feeling of self-importance that
informs this particular motivation (see Chapter 3.6.1.3). Consequently, if a public
service organisation provides a high level of CSO with knowledgeable, well trained
and supported staff, the rational motive of employees will increase as posited in the
following hypothesis:

H₂: CSO is likely to have a positive impact on rational PSM.
4.4.2

The impact of CSO on the normative dimension of PSM

Normative values in the PSM construct are described as a desire to serve the public
interest, and a sense of duty and loyalty to the government (Perry and Wise 1990;
Perry 1996; Taylor 2007). Furthermore, this motivation takes into account values
such as social justice and social equity (Perry 1996). Pertaining to the qualitative
analysis this entails the equitable distribution of public funds, helping those in
genuine need of assistance whilst preventing those who are perceived as undeserving
of government support from abusing the system. It is therefore important to identify
and differentiate those who deserve assistance from those who are not eligible. This
in turn requires clear information about the organisation’s customers, their needs and
entitlements, the ability to apply legislation and policies, and to provide adequate
guidance

to

customers

(product/service

knowledge,

time,

and

training).

Knowledgeable employees with support and sufficient resources (including time to
spend with customers) are components of effective customer service orientation.
Thus public servants who perceive their organisation to provide a high level of
customer service are likely to experience an increased sense of serving the public
interest and fulfilling their societal duties (of equitable distribution of public funds).
The hypothesis pertaining to this relationship states:
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H₃: CSO is likely to have a positive impact on normative PSM.

4.4.3

The impact of CSO on the affective dimension of PSM

The affective dimension of the PSM construct relates to compassion and empathy –
an emotional state linked to altruism and pro-social desires (Perry 1996; Taylor
2007). The analysis of the interviews indicates that this emotion is widespread within
the public service organisation involved in the qualitative study (see Chapter 3.6.2).
The interviewees felt strongly about their ability to help customers, often going
beyond the call of duty to ensure adequate service delivery. Furthermore,
interviewees expressed concerns about the organisation’s customer service
orientation, such as inadequate time for customer interactions and inadequate training
to provide effective service delivery (see Chapter 3.6.1). Therefore, public servants
who perceive their organisation to have a high customer service orientation
(providing adequate resources are available to enable better customer service), will
experience a higher level of affective PSM, leading to the fourth hypothesis:

H₄: CSO is likely to have a positive impact on affective PSM.

4.4.4

The impact of CSO on the self-sacrifice dimension of PSM

The self-sacrifice motive refers to the willingness to forego tangible rewards for the
intangible rewards derived from serving society. Interviewees did not explicitly
address this motivational factor, nor did they indicate that they would be willing to
help customers from their personal funds or resources. On the contrary, there was an
implied feeling that interviewees expected to receive tangible rewards for their
efforts (e.g., time in lieu or overtime payments). The hypothesis testing this
motivational aspect reflects this:

H₅: CSO is likely to have no impact on self-sacrifice PSM.
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4.4.5

The impact of information-based interpretation of CSO on PSM and its
individual dimensions

Information in this context is the collection, analysis, and dissemination of
information about public service customers’ needs, preferences and expectations and
the subsequent actions by public servants based on this information. Kohli and
Jaworski (1990) found that market intelligence has a positive relationship with
performance outcomes. Several studies on performance outcomes indicate a positive
relationship with PSM (Taylor, 2007, Taylor, 2008, Brewer and Selden, 1998). It
therefore seems likely that information-based interpretation of CSO has a positive
effect on the collective PSM construct. This leads to the following hypothesis:

H₆: information-based interpretation of CSO has a positive impact on PSM.
4.4.5.1 The impact of information-based interpretation of CSO on rational PSM
Rational motives are described as an individual’s opportunity to engage in public
policy formulation and/or implementation, reinforcing the image of self-importance,
personal identification with public programs, and utilising self-maximisation (Perry
1996). Information on customers’ needs and preferences may be important as most
public programs have a direct effect on individual customers’ lives, for instance
through taxes, social welfare programs, health and education policies. At the same
time public servants involved in policy formulation or personal identification with
public programs are likely to serve the public good rather than individual customers.
Alford (2002) describes a public service that at times coerces customers, using
prisoners or indeed taxpayers as examples. Information on those customers’ needs
and expectations may be collected and analysed, however it is not likely that this
particular interpretation of CSO will greatly influence policy formulation or
administration. As such, this dimension of customer service orientation is not likely
to increase rational motives. This leads to the following hypothesis:

H₇: information-based interpretation of CSO has no impact on rational PSM.
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4.4.5.2 The impact of information-based interpretation of CSO on normative PSM
Normative PSM is based on an individual’s sense of patriotism or benevolence
(Perry and Wise 1990). It is defined as a desire to serve the public good and involves
a unique sense of loyalty to duty and to the notion of government (Perry 1996;
Taylor 2007). Normative PSM also incorporates a sense of social equity, which
involves activities that enhance the lives of those who may not have the political or
economic power to be heard (Perry and Wise 1990). To this extent, information
about customers’ needs and preferences may not only affect public employees’
loyalty to duty but also their sense of social equity and their patriotism or
benevolence.

H₈: information-based interpretation of CSO has a positive impact on
normative PSM.
4.4.5.3 The impact of information-based interpretation of CSO on affective PSM
Information that is collected and analysed about customers’ needs and expectations
helps to understand what types of services certain sectors of the public expect. For
instance, social services may have customers in receipt of a disability pension and
information about the needs and expectations of people with disabilities may be
crucial to ensure equality and fairness in government services. Another example may
be ratepayers as customers of local councils and those customers’ needs and
expectations – such as road maintenance or the creation and upkeep of local
recreational facilities such as parks and play areas for children. Looking at affective
PSM, where actions are based on the desire and willingness to help others (Perry
1996; Taylor 2007), the information obtained and analysed in regards to the needs
and expectations of the different types of customers should have a positive impact on
employee’s affective PSM. Thus,

H₉: information-based interpretation of CSO has a positive impact on
affective PSM.
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4.4.5.4 The impact of information-based interpretation of CSO on self-sacrifice
PSM
Self-sacrifice is another PSM dimension identified by Perry (1996). It pertains to
one’s willingness to forgo tangible rewards for the service to others. Perry (1996,
p.7) quotes President Kennedy’s call to action ‘Ask not what your country can do for
you; ask what you can do for your country’ as a classic example of an appeal to this
motive. Information on customers, their specific needs and expectations may
highlight the value of the specific public service organisation and the positive impact
their decisions have on the wellbeing of customers. The following hypothesis
therefore posits the positive relationship of information-based interpretation of CSO
to this PSM dimension.

H₁₀: information-based interpretation of CSO has a positive impact on the
self-sacrifice dimension of PSM.

4.4.6

The impact of culture and philosophy-based interpretation of CSO on PSM
and its individual dimensions

Organisational culture has been widely researched in academic literature and is an
important variable in trying to understand organisational phenomena (Schein, 1996).
In general, culture can be described as the norms, values and behaviours that
characterise a group of people, an organisation or social institution. How people
interact, support each other, and form relationships, is largely influenced by the
culture of an organisation (Lichtenthal and Wilson, 1992). A customer-oriented
culture thus implies that the internal structures and strategies of an organisation are
interwoven with the customer as a focal point. Within the public service this means
helping the customer with a particular service request, providing fair and equitable
service, whilst at the same time upholding the rules and regulations of the
government. Now, the premise of PSM is built around the notion that public servants
are motivated by intrinsic rewards, for example a desire to help others and to uphold
the social norms and values about what is appropriate and proper (Perry 1996; Taylor
2007).
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It follows that a customer-oriented culture should have a positive impact on a public
servant’s PSM, as the main objective of CSO coincides with the sense of duty and
the desire to help others that is inherent in PSM. The hypothesis thus is:

H₁₁: culture and philosophy-based interpretation of CSO has a positive
impact on PSM.
4.4.6.1 The impact of culture and philosophy-based interpretation of CSO on
rational PSM
An organisation with a strong CSO culture and philosophy would be expected to
have the resources and support systems in place to provide an acceptable standard of
service to its customers. This means that adequate training of staff is provided and
maintained; it means that a well-functioning knowledge system is in place and that
managerial staff provide adequate support to enhance customer service interaction,
including time and space for the actual service encounter. Consequently, staff are
well equipped with the skill to interpret and apply relevant policies, they have the
knowledge and resources to advice, guide, and help customers increasing the feeling
of self-importance and/or the ability to implement programs they (public servants)
perceive as important. This feeling of self-importance and the identification with
worthwhile programs are part of the rational PSM and it is therefore expected that a
positive relationship exists between culture and philosophy-based interpretation of
CSO and the rational public service motive:

H₁₂: culture and philosophy-based interpretation of CSO has a positive
impact on rational PSM.
4.4.6.2 The impact of culture and philosophy-based interpretation of CSO on
normative PSM
The desire to serve the public interest and to pursue a common good is a key
component in normative PSM. A cultural orientation that enables and supports
customer service orientation is likely to increase the goodwill of that organisation’s
customers even if those customers have to pay tax or are required to wait in line for
health related services. This goodwill enables the necessary compliance and
cooperation ensuring fair and equitable services that will benefit the public interest
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(Alford 2002). It is thus anticipated that culture and philosophy based interpretation
of CSO has a positive relationship with normative PSM. This is reflected in the
following hypothesis.

H₁₃: culture and philosophy-based interpretation of CSO has a positive
impact on normative PSM.

4.4.6.3 The impact of culture and philosophy-based interpretation of CSO on
affective PSM
Affective PSM is tied to the social context of a given situation and is referred to as
compassion (Perry 1996). An organisational culture that encourages public servants
to be compassionate towards those in need of their services is anticipated to have a
positive impact on that particular intrinsic motivation. The following hypothesis
shows this anticipated relationship.

H₁₄: culture and philosophy-based interpretation of CSO has a positive
impact on affective PSM.

4.4.6.4 The impact of culture and philosophy-based interpretation of CSO on selfsacrifice PSM
The willingness to forgo tangible rewards for the benefit of others is the underlying
premise of the self-sacrifice motive (Taylor 2007). In a public service setting this
may be seen as going above and beyond one’s duty. For instance, in a social service
setting a customer may have fallen on some sort of hardship and is unable to support
him/herself or his/her family. If a customer oriented culture exists the public servant
may follow his/her natural inclination to help this person and go above and beyond
his/her duty to ensure that the customer is provided for in a quick and efficient
manner. Therefore:

H₁₅: culture and philosophy-based interpretation of CSO has a positive
impact on self-sacrifice PSM.

76

4.4.7

The impact of service and interaction-based interpretation of CSO on PSM
and its individual dimensions

Customer orientation has been positively associated with employees’ job satisfaction,
organisational commitment and job performance (Donavan et al., 2004, Rod and
Ashill, 2010). In particular, the direct service encounter with customers can provide
employees with a sense of meaning – highlighting the importance of their work
outcomes for individual customers. Meaningful work, an intrinsic motivator, has
been found to be an important job characteristic for public employees (Rainey 1982;
Houston 2000). PSM as a collective construct incorporates aspects of meaningful
work as motivating factors. For instance the compassion one feels for the less
privileged, the sense of civic duty and social justice, and the identification with
socially important public programs. Therefore, face-to-face customer service and
interaction with public service customers are likely to have a positive impact on
PSM.

H₁₆: service and interaction-based interpretation of CSO has a positive
impact on PSM.

4.4.7.1 The impact of service and interaction-based interpretation of CSO on
rational PSM
Rational PSM has been linked to the excitement and at times dramatic formulation of
public policy that affects the citizenry of a state and thus reinforces the selfimportance of the policy maker. This self-importance can be extrapolated to equally
apply to the implementation of public policies. The actual service encounter
especially would further increase this feeling of self-importance; providing the public
servant has the skills, knowledge, and ability to interpret and apply those policies and
the support system to engage with the customer in a timely and effective fashion. The
hypothesis below shows the expected impact:

H₁₇: service and interaction-based interpretation of CSO has a positive
impact on rational PSM.
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4.4.7.2 The impact of service and interaction-based interpretation of CSO on
normative PSM
Normative motives are characterised by a need to conform to norms involving a
sense of civic duty and social justice and incorporate a desire to serve the public
interest. Having quality customer service within the public service may aid this sense
of civic duty and fulfil aspirations of social justice. For example, a social service
customer who has fallen on hard times may be helped through government provided
funds – re-training and/or rehabilitation may help that person to regain employment.
This may enhance the public servant’s sense of civic duty. Having helped a citizen to
become once again a useful member of society could satisfy the motivational need to
serve the public at large. It could also provide a sense of equity, helping those that
are less able to voice their concerns and needs. It is thus predicted that:

H₁₈: service and interaction-based interpretation of CSO has a positive
impact on normative PSM.
4.4.7.3 The impact of service and interaction-based interpretation of CSO on
affective PSM
Meaningful work outcomes are particularly important for the affective motives of
public servants. The compassion one feels for the less privileged and the subsequent
emotional responses to the social context the service encounters take place in, can
affect this motive. On the other hand, these encounters may not always be seen as
positive. For instance, the perception of some public service customers as ‘dole
bludgers’ or ‘tax cheats’ may cloud the service encounter. Rather than experiencing
compassion towards the customer, the public servant may perceive the encounter as
distasteful and a waste of public funds that could be used for those in genuine need
of their services. However, the qualitative research conducted as part of this thesis
found that the majority of customers in a particular public service agency are
perceived as ‘genuine’. It is therefore anticipated that service- and interaction based
interpretation of CSO will have a positive impact on affective motives.

H₁₉: service and interaction-based interpretation of CSO has a positive
impact on affective PSM.
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4.4.7.4 The impact of service and interaction-based interpretation of CSO on selfsacrifice PSM
The self-sacrifice motive is the willingness to forgo tangible rewards in order to help
others who are perceived to be less privileged. A high quality service and close
interaction with customers that are perceived to be less privileged may result in
increased compassion (see hypothesis 14) and subsequently an increased willingness
to help, even if that means forgoing tangible rewards. The participants in the
qualitative study indicated that they would not leave a customer in need. Even
though there was an indirect feeling that they would be compensated by the
organisation through time in lieu or overtime payments, the public servants implied
that they would still help customers in need if those tangible rewards were not
forthcoming. The likely impact on this motive therefore is:

H₂₀: service and interaction-based interpretation of CSO has a positive
impact on self-sacrifice PSM.

4.5

Chapter summary

This chapter has provided a conceptual model of the relationship between the
construct of customer service orientation (CSO) and public service motives (PSM). It
posits that CSO in the public service can be interpreted through three dimensions:
information-based, culture and philosophy-based, and service and interaction-based.
Similarly, the PSM constructs consists of four dimensions: rational, normative,
affective, and self-sacrifice. The conceptual model shows the relationship between
the two constructs and theorizes that CSO has an impact on PSM. In all, 20
hypotheses are advanced to test the relationship not only between the two constructs
but also the likely impact from the individual dimensions of the CSO construct on
PSM and between its individual dimensions. A summary of the hypotheses and their
proposed impact is presented in Table 4-1 below. The following chapter outlines the
research method and design of the methodology to test those hypotheses.
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Proposed

Hypotheses Description

impact
H₁

CSO impact on PSM

Positive

H₂

CSO impact on rational PSM(A)

Positive

H₃

CSO impact on normative PSM(I)

Positive

H₄

CSO impact on affective PSM(C)

Positive

H₅

CSO impact on self- sacrifice PSM(S)

No impact

H₆

Information-based CSO impact on PSM

Positive

H₇

Information-based CSO impact on rational PSM

No impact

H₈

Information-based CSO impact on normative PSM

Positive

H₉

Information-based CSO impact on affective PSM

Positive

H₁₀

Information-based CSO impact on self- sacrifice
PSM
Culture- and philosophy- based CSO impact on
PSM
Culture- and philosophy- based CSO impact on
rational PSM
Culture- and philosophy- based CSO impact on
normative PSM
Culture- and philosophy- based CSO impact on
affective PSM
Culture- and philosophy- based CSO impact on
self- sacrifice PSM
service and interaction-based CSO impact on
PSM
service and interaction-based CSO impact on
rational PSM
service and interaction-based CSO impact on
normative PSM
service and interaction-based CSO impact on
affective PSM
service and interaction-based CSO impact on selfsacrifice PSM

Positive

H₁₁
H₁₂
H₁₃
H₁₄
H₁₅
H₁₆
H₁₇
H₁₈
H₁₉
H₂₀

Table 4-1: Hypotheses
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Positive
Positive
Positive
Positive
Positive
Positive
Positive
Positive
Positive
Positive

5 RESEARCH METHOD AND DESIGN FOR THE EMPIRICAL ANALYSIS
5.1

Introduction

The previous chapter advanced a conceptual model of the relationship between
customer service orientation and public service motives before positing twenty
hypotheses to test this relationship empirically. This chapter initially provides a
justification for the method used to test the conceptual model. Following this is a
description of the operational procedures, the sample and questionnaire designs,
detailed information about the measurement scales used in this study, the survey pretesting and revision, and the strategy for analysing the data.
5.2

Justification of method

The qualitative data clearly identifies two concepts that warrant further investigation:
customer service and motivation. However, the qualitative study consists of only 31
interviews in one Federal public service agency and thus has limited generalizability.
Moreover, the interviews did not specifically ask about customer service or
motivation, indeed, the interviews were conducted to elicit information about general
effects on public servants of the implementation of reform models based on private
industry. It was only through analysing the interview data that the researcher became
aware of the importance public servants placed on these two concepts and the
apparent relationship between them. To test whether there is a relationship, what
strength this relationship has and whether it is positive or negative is the purpose of
this next phase of the study.

Davies (2007) states that surveys provide a good representation of the research
population and the ability to generalise findings. It was therefore deemed prudent to
use this data collection method for this part of the study. Data was collected using an
online panel research company. This was deemed appropriate due to ease of access
to particular industry sectors, in this case the public service, and the cost efficient,
quick, and high response rate from the respondents (Grossnickle and Raskin, 2001).
Using a panel research company may increase the response rate as participants
receive a small incentive for completing questionnaires. Another incentive for
respondents is increased assurance of anonymity as the researcher only receives a
code number and IP address for each completed questionnaire (Grossnickle and
Raskin, 2001). Furthermore, online surveys are structured sequentially, where each
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respondent must complete each question before they can access the next part of the
survey. This greatly reduces missing data in the completed questionnaire.
5.3

Sample design

The survey sample includes a cross section of Australian public servants from
federal, state and local government organisations. Although the questionnaire asks
about customer service orientation it was not perceived necessary for the population
sample to work in a customer service related role. The questionnaire asked about
public servants’ perception of their organisation’s customer service orientation and
as such, every public servant was deemed suitable to answer the questions pertaining
to this part of the survey.
5.4

Questionnaire design

The survey package emailed to the online panel research organisation included a
cover note explaining the survey and assuring participants of confidentiality and
anonymity. The online panel research organisation included a welcome, instructions,
and confidentiality note prior to the launch of the survey. After demographic
questions, a screening question was included in the questionnaire to ensure that
respondents outside the public sector were filtered out (see Appendix A). A more
detailed explanation of the study was then provided along with contact details for the
researcher and the Human Research Ethics Committee.

The questionnaire was designed with no more than seven statements per page and a
separator page between blocks of questions to avoid fatigue and a high drop-out rate
as was recommended by the online panel research organisation. The survey also
included a progress bar for respondents to see how much of the questionnaire
remained to be completed. The demographic questions were placed at the beginning
of the questionnaire except for one question about work location, which was used as
a break screen half way through the questionnaire to avoid drop-out rates due to
fatigue. The measurement scales for customer service orientation and public service
motives are discussed next.

82

5.5

Measurement scales

For the construct ’customer service orientation’ this study uses the measurement
scale developed by Korunka et al. (2007) as discussed in chapter 4. Similarly, the
measurement scale for the second construct ‘public service motives’ was adopted
from Taylor (2007) who used an Australianised version of Perry’s original scale
(1996) as outlined in chapter 4. The following paragraphs describe the scales and
individual items used in the survey.
5.5.1

Measurement scale for the customer service orientation construct

The most suitable measurement scale for this study was the customer service
orientation scale developed by Korunka and Scharitzer et al. (2007) as outlined in
chapter 4. Korunka and Scharitzer et al. (2007) did not append their measurement
scales in their publication, which made it necessary for the researcher to contact Dr
Korunka, an Austrian academic, and ask for permission to use the part of the
measurement scale that was relevant for this study. Dr Korunka kindly forwarded the
scale, unfortunately the German version of the questionnaire, being the scale that was
used with the Austrian taxation department. The researcher, being of Austrian origin,
translated the scale with the help of the primary supervisor who also speaks German
(see Appendix B for the original questions in German and the English translations).
The seven statements about customer service orientation were placed in a one-grid
block with a five-point Likert response format ranging from strongly disagree to
strongly agree. This was followed by a general question about employees’ familiarity
with customer service procedures in their workplace (Appendix C).
5.5.2

Measurement scale for the public service motive construct

The measurement scale for the construct ‘public service motive’ was taken from a
study by Taylor (2007) who had adapted some of Perry’s items to the Australian
context. Taylor’s changes enhance clarity and reduce ambiguity for the Australian
culture, and are shown in Appendix D. They are minor and do not alter the validity
and reliability of the original scale. The items in this scale were similarly grouped to
Taylor’s scale including reverse-score items (see Appendix D).
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5.6

Survey pre-testing

The survey was pretested by three public servants and two employees from private
enterprises to assess clarity, comprehension and simplicity of completion (Krossnick,
1999). The general feedback was positive and included an approximation of time
needed for completion, which was subsequently used as a guide for prospective
respondents in the participation information section of the survey. Two of the pretesters stated that the questions were complex and required some reflection. This
prompted the inclusion of a sentence in the participation information section stating
that ‘honest and thoughtful answers to this survey are vital to the integrity of the
research process’.

A soft launch of the survey was used to test online features and the flow of the
questionnaire prior to the full launch. The soft launch was also used the re-check the
length of time used to complete the questionnaire which enabled elimination of socalled ‘flat liners’. Flat liners are respondents who do not take the time to read the
questions and/or reflect on their answers, but just tick any of the answer boxes
resulting in invalid data. These respondents can be identified by looking at the time it
took them to complete the survey and/or patterned or inconsistent answers. The soft
launch identified a nine per cent rate of respondents who appeared to answer either in
a flat line or inconsistently. The online panel research organisation agreed to increase
the number of respondents by this percentage rate to account for invalid responses.
The soft launch was completed successfully and the collected data was subsequently
added to the survey data.
5.7

Data analysis strategy

The analysis of the quantitative data comprised a preliminary analysis of the data,
and partial least square structural equation modelling (PLS-SEM). The preliminary
analysis of the data included data preparation and considered missing data, straight
lining and inconsistent response patterns, outliers, normality, and respondent profile
(Hair et al., 2011, 2014; Ringle, 2012).

Considering the latent nature of the two constructs and the objective of the research
question as exploring the impact of CSO on PSM, this study sought predictive value
rather than to test existing theory. PLS-SEM is known for its prediction orientation
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and is ‘the preferred method when the research objective is theory development and
prediction’ (Hair et al., 2011, p.143). PLS-SEM analysis involves two steps: an outer
model evaluation (measurement model analysis) and an inner model evaluation
(structural model analysis) (Hair et al., 2006, 2011). The data analysis is reported in
the next two chapters.
5.8

Ethical considerations

The University of Wollongong Human Research Ethics Committee has approved the
questionnaire and survey data collection. The conduct of the research precisely
followed the steps approved by this committee.
5.9

Chapter summary

This chapter outlines the justification for conducting an empirical study on the
relationship between the customer service orientation construct and the public
service motive construct. It was decided that a survey was the most suitable method
to determine whether a relationship exists between these two concepts as it is a cost
effective and easy to administer data collection method that provides good
generalizability across the population of interest. The design and preparatory testing
of the survey and the scale items showed that the survey was an acceptable method to
use in this study. The next chapter outlines the data analysis for confirmation and
validation of the measures.
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6 DATA ANALYSIS FOR CONFIRMATION AND VALIDATION OF
MEASURES

6.1

Introduction

The previous chapter outlined the justification for the methodology used to
empirically collect and analyse data for the two previously identified constructs of
customer service orientation (CSO) and public service motivation (PSM). It also
showed the design, preparatory testing and scale items used in this analysis. This
chapter builds on the previous chapter by providing information for the confirmation
and validation of the measures. First, it outlines the preliminary analysis, including
information on data preparation, missing and misleading data, and outliers. This is
followed by information on the test for normality and the respondents’ profile.
Finally, the statistical procedure is discussed with an outline of partial least squares
structural equation modelling (PLS-SEM), including technical data on the software
and the options used to compute the data, and concluding with an evaluation of the
measurement model.
6.2

Preliminary analysis

The preliminary analysis of the data involved six steps: data preparation,
identification of missing data, examination of straight lining and inconsistent
patterns, assessment of outliers; analysis of normality, and evaluation of respondents’
profile. Following is a discussion of the findings for each of the six steps.
6.2.1

Data preparation

Data preparation started at the time the online survey commenced. This included
checking for errors in the responses, eliminating partially answered questionnaires,
checking for duplications, and keeping the online panel research organisation
informed of the number of valid questionnaires completed. This ensured that the
number of valid responses was larger than the pre-determined sample size of 300.
6.2.2

Missing data

The online questionnaire consisted of sequential questions where respondents had to
complete every question on a particular page to be able to move to the next part of
the questionnaire. As mentioned previously, responses with missing data were
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screened in the early phase of data collection and reported to the online panel
research organisation who removed the relevant responses from the sample. Another
check at the conclusion of the survey revealed one more questionnaire only partially
completed. This questionnaire was eliminated from the sample as it had more than
10% of data missing (Malhotra, 2010).
6.2.3

Straight liners and inconsistent patterns

As with the missing data, the questionnaires were checked during the survey period
for straight lining and inconsistent answer patterns. Straight lining means that
respondents answer each of the questions by ticking the same answer choice,
whereas inconsistent answer pattern shows respondents answering similar questions
in an inconsistent way. Overall, a nine per cent rate of invalid questionnaires was
detected during the soft launch and this trend continued during the survey period.
Respondent information was given to the online panel research organisation and
these questionnaires were eliminated from the sample number. A final check after the
survey closed revealed an additional two questionnaires with suspicious answering
patterns, both of which were removed from the survey sample.
6.2.4

Outliers

Outliers are classified as those responses which are significantly different from the
rest of the responses (Huck, 2012). Outliers have the potential to significantly skew
the distribution of the data set and distort the analysis if they are caused by incorrect
data entry or misunderstanding of the question by the respondent (Field, 2009, Huck,
2012). However, Huck (2012) points out that outliers can be of legitimate interest
and should be investigated before transforming or removing them from the data set.
Using the Q-Q Plot in SPSS, several outliers for a number of the survey questions
were found. Looking at the original data set the entries were checked for correct
coding. No errors were found. The data showed that three of the respondents ticked a
flat line for all of the customer orientation questions. This may indicate that
respondents did not read the questions and just ticked boxes in a flat line, or that
those three respondents have a very low opinion of their respective public service
organisations’ customer service orientation. All other questions appeared to have
been answered in a conscientious manner. The three respondents are from different
areas (Sydney, Perth, ACT) and it is unlikely that all three organisations have
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extremely poor customer service orientation. Indeed, it is more likely that the
respondents may have had a bad experience at the time of the survey, which may
have clouded their opinion. To determine whether to remove the data from those
questions a normality test was conducted.
6.2.5

Normality

To test for normality the data was firstly assessed with a descriptive/frequency
analysis for skewness and kurtosis. For a normal distribution, the values of skewness
and kurtosis should be zero (Field, 2009). The further away the value is from zero the
more likely it is that the data is not normal. Positive values for skewness indicate that
the data has more low scores, whereas negative values indicate more high scores. For
kurtosis, a positive value indicates a pointy, heavy-tailed distribution (clustered
around the mean) and a negative value a flat and light-tailed distribution (Field,
2009). The results indicated that CSO1, CSO2, CSO3 and CSO5 had negative
values above one and are therefore considered negatively skewed. The same items
also showed positive kurtosis (see shaded cells in Table 6-1 below).

Variable
CSO1
CSO2
CSO3
CSO4
CSO5
CSO6
CSO7

Skewness
Statistic
‐1.205
‐1.535
‐1.072
‐0.896
‐1.142
‐0.743
‐0.551

Kurtosis

Std. Error
0.138
0.138
0.138
0.138
0.138
0.138
0.138

Statistic
1.946
2.782
1.262
0.625
1.453
0.132
‐0.447

Std. Error
0.274
0.274
0.274
0.274
0.274
0.274
0.274

Table 6-1: Skewness and Kurtosis for CSO
The PSM construct on the other hand showed less non-normality with only one item
(PSMA3R) positively skewed and three items positive kurtotic (PSMS2, PSMC6,
and PSMI4) as per table 6-2 below.
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Variable
PSMS1
PSMS2
PSMS3
PSMS4
PSMS5
PSMS6
PSMS7
PSMS8R
PSMC1R
PSMC2
PSMC3
PSMC4
PSMC5R
PSMC6
PSMC7
PSMC8R
PSMI1
PSMI2
PSMI3R
PSMI4
PSMI5
PSMA1
PSMA2
PSMA3R

Skewness
Statistic
‐0.107
‐0.981
0.145
‐0.034
‐0.287
‐0.339
0.13
‐0.338
‐0.599
‐0.571
‐0.299
‐0.556
‐0.666
‐0.899
0.078
‐0.152
‐0.736
‐0.113
‐0.614
‐0.807
‐0.186
‐0.084
‐0.103
1.148

Kurtosis

Std. Error
0.138
0.138
0.138
0.138
0.138
0.138
0.138
0.138
0.138
0.138
0.138
0.138
0.138
0.138
0.138
0.138
0.138
0.138
0.138
0.138
0.138
0.138
0.138
0.138

Statistic
‐0.269
1.579
‐0.143
‐0.526
0.149
‐0.088
0.195
0.191
0.215
‐0.126
‐0.425
0.432
‐0.049
1.538
‐0.645
‐0.714
0.676
‐0.473
‐0.169
1.836
‐0.52
‐0.301
‐0.984
0.516

Std. Error
0.274
0.274
0.274
0.274
0.274
0.274
0.274
0.274
0.274
0.274
0.274
0.274
0.274
0.274
0.274
0.274
0.274
0.274
0.274
0.274
0.274
0.274
0.274
0.274

Table 6-2: Skewness and Kurtosis for PSM
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To determine whether to remove the three outliers as discussed in the previous
section, the CSO data was re-assessed without the outliers. Although the data still
showed as non-normal, the output did improve considerably for all items. For
instance, the skewness for CSO3 improved from -1.072 to -0.905 whilst kurtosis
improved from 1.262 to 0.717 with both values now acceptable as normal
distribution (see table 6.3 below). Based on these results, it was considered prudent
to remove the data of those three outliers for the seven customer service orientation
questions. Subsequently these missing values were treated as ‘excluded cases
listwise’, with an underlying assumption that the missing values were minimal and
the valid data were an adequate representation of the population (Hair et al., 2006).
However, the removed data was still considered throughout the analysis and
interpretation of findings.

Variable

CSO1
CSO2
CSO3
CSO4
CSO5
CSO6
CSO7

Skewness
With
outliers
‐1.205
‐1.535
‐1.072
‐0.896
‐1.142
‐0.743
‐0.551

Kurtosis

Without
outliers
‐1.028
‐1.325
‐0.905
‐0.812
‐1.033
‐0.678
‐0.534

With
outliers
1.946
2.782
1.262
0.625
1.453
0.132
‐0.447

Without
outliers
1.417
1.923
0.717
0.451
1.204
0.007
0.448

Table 6-3: CSO measures of skewness and kurtosis outliers excluded
Secondly, the data (excluding the three outliers) was assessed using the KolmogorovSmirnov and Shapiro-Wilk tests, showing significance values less than the
recommended p>0.05 (Field, 2009), again indicating non-normal data distribution
(Tables 6-4 and 6-5 below). However, Field (2009) recommends that for large
samples (>200) it is more important to look at values rather than significance due to
problems with small standard errors, which show significant values even from small
deviations. Both tests indicate that the data for the CSO items and the PSM items are
normally distributed.
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Tests of Normality
Kolmogorov-Smirnov
Statistic

df

a

Shapiro-Wilk

Sig.

Statistic

df

Sig.

CSO1

.292

314

.000

.789

314

.000

CSO2

.283

314

.000

.734

314

.000

CSO3

.285

314

.000

.806

314

.000

CSO4

.287

314

.000

.841

314

.000

CSO5

.279

314

.000

.807

314

.000

CSO6

.288

314

.000

.857

314

.000

CSO7

.239

314

.000

.886

314

.000

a. Lilliefors Significance Correction

Table 6-4: Kolmogorov-Smirnov and Shapiro-Wilk tests for CSO
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Tests of Normality
Kolmogorov-Smirnov
Statistic

df

a

Shapiro-Wilk

Sig.

Statistic

df

Sig.

PSMS1

.257

314

.000

.845

314

.000

PSMS2

.364

314

.000

.779

314

.000

PSMS3

.263

314

.000

.864

314

.000

PSMS4

.213

314

.000

.885

314

.000

PSMS5

.291

314

.000

.840

314

.000

PSMS6

.258

314

.000

.859

314

.000

PSMS7

.264

314

.000

.869

314

.000

PSMS8R

.261

314

.000

.852

314

.000

PSMC1R

.286

314

.000

.853

314

.000

PSMC2

.302

314

.000

.849

314

.000

PSMC3

.257

314

.000

.879

314

.000

PSMC4

.329

314

.000

.813

314

.000

PSMC5R

.313

314

.000

.846

314

.000

PSMC6

.353

314

.000

.789

314

.000

PSMC7

.189

314

.000

.905

314

.000

PSMC8R

.211

314

.000

.901

314

.000

PSMI1

.353

314

.000

.790

314

.000

PSMI2

.218

314

.000

.870

314

.000

PSMI3R

.338

314

.000

.801

314

.000

PSMI4

.345

314

.000

.771

314

.000

PSMI5

.260

314

.000

.865

314

.000

PSMA1

.232

314

.000

.874

314

.000

PSMA2

.197

314

.000

.902

314

.000

PSMA3R

.253

314

.000

.788

314

.000

a. Lilliefors Significance Correction

Table 6-5: Kolmogorov-Smirnov and Shapiro-Wilk tests for PSM
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6.2.6

Respondent profile

The online panel research company had used its occupation profile to target public
servants. 390 responses were received after the culling of surveys that had missing or
misleading data (see above). Of the 390 responses, 32 identified with the private
industry sector, 14 with the not-for-profit sector and 27 with other sectors. Those 73
respondents were removed from the data leaving a final sample of 317 public service
respondents. Of those 314 usable questionnaires were identified giving a response
rate of 80.5% (see Table 6.6 below).
Customer Orientation in the Public Service
My work is in
Response
Percent

Answer Options

Response
Count

8.2%
81.3%
3.6%
6.9%
answered question
unusable data

Private Industry
Public Service/Government
Non-profit industry
Other

32
317
14
27
390
3

Table 6-6: Sample size and response rate
The survey sample was drawn from public service organisations across Australia
with more than half of the sample found to be working in a capital city (Figure 6-1).
.

2.5%

0.3%

1.3%

Area

0.6%

1.0%

15.9%
13.7%
6.7%

13.4%

9.9%

8.6%
9.6%

6.7%
8.3%

1.6%

Sydney
Melbourne
Brisbane
Adelaide
Perth
Hobart
ACT
NSW other
VIC other
QLD other
SA other
WA other
TAS other
NT
Other

Figure 6-1: Respondent profile by area of employment
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The respondents included employees from federal, state and local government with
over 53 percent observed as working in state government organisations (Figure 6.2).

3.5%

Work jurisdiction

12.4%
30.3%

Federal Public Service
State/Territory Public
Service/Government
Local Government
(Council)
Other

53.8%

Figure 6-2: Respondent profile by work jurisdiction

The sample contained a cross representation of age and as can be seen in Figure 6-3
the majority of respondents (60 percent) were in the age bracket of 36 to 55 years
with less than three percent below 25 years.

Age

2.9%

16.2%
21.0%

30.9%

under 25 years old
25 to 35 years old
36 to 45 years old
46 to 55 years old
56 years or older

29.0%

Figure 6-3: Respondent profile by age
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A comparison with the Australian public workforce (Australian Public Service
Commission, 2010) showed the survey data for age to be a reasonable representation
of the Australian public service (see Table 6-7 below).

Age

Frequency

Sample %

Population %

Under 25 years old

9

2.9

4.0

25 to 35 years old

66

21.0

25.0

36 to 45 years old

91

29.0

26.0

46 to 55 years old

97

30.9

30.0

56 years or older

51

16.2

15.0

Total

314

100.0

100.0

Table 6-7: Age comparison of sample to population

Figure 6-4 below shows that close to 73 percent of respondents worked in a full-time
capacity with only a small number of employees in casual positions or on contracts.

Employment status

5.1% 1.3%
2.9%

full‐time
part‐time
casual
contract
Other

17.8%

72.9%

Figure 6-4: Respondent profile by employment status
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The gender divide for the sample (Figure 6-5) was similar to the population (Table 68) when compared to the Australian Public Service Commission data (APSC). Please
note that the APSC data shows federal public servants only and as such is not a true
comparison to the sample (Australian Public Service Commission, 2010). However,
for the purpose of this study it does provide some insights of the sample as a
representation of the public service population.

Gender

33.8%

female
male
66.2%

Figure 6-5: Respondent profile by gender

Gender

Frequency

Sample %

Population %

Female

208

66.2

57.6

Male

106

33.8

42.4

Total

314

100.0

100.0

Table 6-8: Gender comparison of sample to population
The respondents’ average length of service was 13 years with the longest serving
employee having worked for the public service in excess of 45 years. Table 6-9
below shows a breakdown of service length by 5 and 10-year brackets. It is
interesting to note that nearly 50 percent of respondents had a service length of less
than 10 years. When comparing this to the age representation where the majority of
respondents were within the age brackets of 39 to 55 years, it could mean that
employees join the public service later in their working life.
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Length of
service

Frequency

Percentage

Frequency

Percentage

(5 yrs.)

(5 yrs.)

(10 yrs.)

(10 yrs.)

<1 – 4 years

86

27.5

5 – 9 years

67

21

153

49

10 – 14 years

43

14

15 – 19 years

37

12

80

24

20 – 24 years

33

10.5

25 – 29 years

23

7

56

17.5

30 – 34 years

12

4

35 years +

13

4

25

8

Total

314

100

314

100

Table 6-9: Survey sample by length of service

In addition to the preliminary analysis discussed in this section, the SPSS descriptive
analysis provides information on the distribution of the variables, including the
means, standard deviations and frequencies. The mean values for the CSO items
were above the middle point, which indicates that respondents in this sample
perceive their organisations to have good customer service orientation systems in
place (see Table 6-10 below).
The descriptive statistics for the PSM items are displayed in Table 6-11 below and
similarly to the CSO construct show a mean value above the mid-point. This
construct measures the level of public service motive the respondents perceive and a
high mean value is indicative of a high level of motivation.
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Descriptive Statistics
CSO1
Mean
95% Confidence Interval for Mean

CSO2

CSO3

CSO4

CSO5

CSO6

CSO7

Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Statistic
4.11
4.01
4.2
4
0.86
1
5
4.32
4.23
4.42
4
0.843
1
5
4.07
3.98
4.17
4
0.882
1
5
3.89
3.78
3.99
4
0.956
1
5
4.05
3.95
4.16
4
0.922
1
5
3.76
3.65
3.87
4
0.982
1
5
3.59
3.47
3.71
4
1.116
1
5

Std. Error
0.049

Table 6-10: Descriptive Statistics for CSO items
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0.048

0.05

0.054

0.052

0.055

0.063

Descriptive
Statistics
PSMS1

PSMS2

PSMS3

PSMS4

PSMS5

PSMS6

PSMS7

PSMS8R

PSMC1R

Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
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Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Statistic
3.3
3.21
3.38
3
0.74
1
5
3.75
3.67
3.84
4
0.75
1
5
3.09
3
3.18
3
0.792
1
5
3.37
3.27
3.47
3
0.881
1
5
3.64
3.56
3.73
4
0.737
1
5
3.4
3.32
3.49
3
0.803
1
5
2.99
2.9
3.08
3
0.815
1
5
3.46
3.37
3.54
4
0.775
1
5
3.84
3.75
3.94
4
0.852
1
5

Std. Error
0.042

0.042

0.045

0.05

0.042

0.045

0.046

0.044

0.048

Descriptive
Statistics
PSMC2

PSMC3

PSMC4

PSMC5R

PSMC6

PSMC7

PSMC8R

PSMI1

PSMI2

Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum

100

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Statistic
3.76
3.66
3.86
4
0.878
1
5
3.46
3.37
3.56
4
0.894
1
5
3.86
3.78
3.94
4
0.735
2
5
3.67
3.57
3.78
4
0.931
1
5
3.74
3.66
3.82
4
0.737
1
5
2.9
2.79
3.02
3
1.003
1
5
3.16
3.04
3.27
3
1.016
1
5
3.66
3.58
3.74
4
0.712
1
5
3.22
3.12
3.31
3
0.825
1
5

Std. Error
0.05

0.05

0.041

0.053

0.042

0.057

0.057

0.04

0.047

Descriptive
Statistics
PSMI3R

PSMI4

PSMI5

PSMA1

PSMA2

PSMA3R

Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum
Mean
95% Confidence Interval for Mean
Median
Std. Deviation
Minimum
Maximum

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Lower Bound
Upper Bound

Statistic
3.56
3.48
3.65
4
0.765
2
5
3.98
3.9
4.06
4
0.687
1
5
3.55
3.46
3.64
4
0.834
2
5
3.14
3.05
3.23
3
0.821
1
5
2.91
2.78
3.03
3
1.142
1
5
1.94
1.82
2.07
2
1.103
1
5

Table 6-11: Descriptive Statistics for PSM items
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Std. Error
0.043

0.039

0.047

0.046

0.064

0.062

6.3

PLS-SEM

The statistical procedure employed to analyse the data for this study is partial least
squares structural equation modelling (PLS-SEM). This technique was chosen as the
most suitable analytical tool due to the soft distributional assumptions. This study is
not involved in testing existing theory but rather exploring and predicting possible
relationships between two constructs. According to Hair and Ringle et al. ‘PLS-SEM
is the preferred method when the research objective is theory development and
prediction’ (2011, p.143). In addition, a non-normal data distribution can be
problematic with techniques such as covariance-based structural equation modelling
(CB-SEM), however, PLS-SEM is ‘very robust’ when used on non-normal data
(Hair et al., 2012a, p.335). This was deemed prudent as the descriptive analysis did
indicate non-normal data, even though the Kolmogorov-Smirnov and Shapiro-Wilk
tests showed the data as being normal. PLS-SEM uses a two-step approach for
reporting results. The first step consists of the measurement model (outer model)
evaluation to establish reliability and validity of the measures used to represent each
construct (Chin, 2010, p.670). The second step involves evaluation of the structural
model (inner model) providing evidence to support the theoretical underpinnings of
the analysis. However, before reporting on the first step the technical components of
the software used to calculate the data are provided.
6.3.1

Smart PLS software and computational options

There are several software packages available to compute PLS-SEM, however, the
author was able to attend a PLS-SEM workshop conducted by Christian Ringle
which led to the adoption of the SmartPLS software for this study (Ringle and
Henseler, 2012). The statistical software used for this study is therefore SmartPLS,
release 2.0 (beta) M3, as developed by Ringle, Wende, and Will (2005)
(http://www.smartpls.de).

This software was used to calculate the PLS, the

bootstrapping, and the blindfolding algorithms. All calculations used mean
replacement for the missing values. The software offers two options, case wise
replacement and mean replacement. The missing data in this study was less than 10%
but had occurred in a non-random fashion, and therefore could not be ignored (Hair
et al., 2006). According to Hair and Black et al. (2006) a mean substitution provides
all cases with complete information and is best used with low levels of missing data.
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For the PLS algorithm the path weighting scheme was used with data metric of mean
0, var 1 and 5000 maximum iterations. The abort criterion was set at the default
value of 1.0E-5 and the initial weights at 1.0. For the bootstrapping algorithm, the
default values of the standard bootstrapping procedure were employed with the sign
changes set at ‘no sign changes’, cases at 314 and samples at 5000. The blindfolding
algorithm was calculated with an omission distance of seven.

For PLS-SEM the general rule of thumb for an adequate sample size is ‘ten times the
maximum number of paths aiming at any construct in the outer model’ (Hair et al.,
2012b, p.420). In this study, the exogenous (independent) construct of customer
service orientation had seven indicators, and the endogenous (dependent) construct
of public service motives had twenty-one indicators. The original measurement
construct consisted of twenty-four indicators; however, three indicators were
removed as they did not load well on the construct. Therefore, twenty-one was the
maximum number of paths aiming at a construct, indicating that a sample size of 210
was adequate for robust PLS-SEM estimation. The sample size in this study is 311
and therefore sufficiently large for an adequate level of accuracy and statistical
power (Chin, 2010).
6.4

Evaluation of the (outer) measurement model

To ensure reliability and validity of the measurement models for both constructs
several statistical analyses need to be performed when using PLS-SEM. In a
guideline for the evaluation of reflective outer models, Hair and Sarstedt et al.
(2012b) recommend reporting on indicator reliability, internal consistency reliability,
convergent validity, and discriminant validity. The following sections outline the
results of these analyses.
6.4.1

Indicator reliability

This measure depicts how much of the indicator’s variance was explained by the
latent variable (construct) it measures. The indicator reliability for reflective outer
model evaluation is determined through standardized indicator loadings and should
equal or exceed 0.70, although values above 0.40 are acceptable in exploratory
studies (Hair et al., 2012b). The standardized indicator loadings for the 7-item
customer service construct were above the recommended 0.70 for all indicators
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except for item CSO7S (0.67). For the public service motive construct however, the
values for the standardized indicator loadings were below 0.70 for all items. The
majority of indicators had a value between 0.40 and 0.68. This can pose a problem as
the square of a standardized factor loading explains the variation of an item, thus,
0.70 squared gives a value of 0.49, which means 49 percent of the variation is
explained by that indicator. Values below 0.70 therefore have a larger error variance.
However, loadings of 0.40 are acceptable values for exploratory studies (Hair et al.,
2012b, Hair et al., 2006, Ringle and Henseler, 2012), thus, there was sufficient
indicator reliability for the majority of the items in the PSM construct, except for
three indicators. PSMA2, PSMA3R, and PSMI2 fell well below the 0.40 mark
(0.188, -0.128, and 0.306). Subsequently, these three indicators were removed from
the construct to ensure indicator reliability for both constructs. Table 6-12 below
provides an overview of the indicator loadings for both constructs.

Outer Loadings
CSO
CSO1C
CSO2I
CSO3I
CSO4C
CSO5S
CSO6I
CSO7S
PSMA1
PSMC1R
PSMC2
PSMC3
PSMC4
PSMC5R
PSMC6
PSMC7R
PSMC8R
PSMI1
PSMI3R
PSMI4
PSMI5
PSMS1
PSMS2
PSMS3
PSMS4
PSMS5
PSMS6
PSMS7
PSMS8R

PSM
0.8121
0.7125
0.8583
0.8464
0.7931
0.8143
0.6742
0
0
0
0
0
0
0
0
0
0
0
0
0
0
0
0
0
0
0
0
0
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0
0
0
0
0
0
0
0.4032
0.5728
0.5685
0.3424
0.6787
0.5126
0.5031
0.52
0.4664
0.5663
0.5735
0.5849
0.5755
0.5633
0.5613
0.5617
0.5798
0.5317
0.4572
0.5724
0.4499

Table 6-12: Indicator loadings

6.4.2

Internal consistency reliability

This analysis provides information on the consistency of the indicators’ measurement
of the latent variable. To measure internal consistency reliability Cronbach’s alpha is
the most prominent reliability coefficient (Ringle and Henseler, 2012) with an
acceptable value of 0.7 in early phases of research. The measures for the indicators in
this study revealed values of between 0.6384 and 0.8985 (CSO construct); and
0.6769 and 0.8752 (PSM construct). The values depended on the construct’s
indicator composition with some constructs having as few as two indicators. Ringle
(2012) advises that low indicators can show low internal consistency reliability and if
this is the case to use Dillon-Goldstein’s Rho (composite reliability) to measure the
reliability of a set of indicators. This is supported by Hair and Sarstedt et al., who
state in their guidelines ‘do not use Cronbach’s alpha’ (2012b, Table 5). The same
guidelines apply to composite reliability with values of 0.7 or above considered
acceptable. All indicator values for composite reliability fell between the values of
0.7857 and 0.9202 with the majority of values well above 0.8, thus establishing
internal consistency reliability for all constructs used in this study (see Table 6-13 for
composite reliability values).
6.4.3

Convergent validity

Convergent validity looks at the degree of relatedness between indicators measuring
the same construct, in other words the ‘amount of variance that a latent variable
component captures from its indicators relative to the amount due to measurement
error’

(Chin, 2010, p.670). The average variance extracted (AVE) shows the

variance of the indicators, and ideally should be 0.50 or higher. A low measure
means that some of the variance could be due to measurement error. The AVE values
for the CSO construct range between 0.6194 and 0.7957 and therefore demonstrate
convergent validity.

The PSM construct however had problematic AVE values, ranging from 0.2814 to
0.5049. In particular the constructs using all the PSM indicators had values below
0.3, whereas the constructs with indicators measuring individual dimensions
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displayed values just above or below 0.5. This problem has been reported previously,
for instance Taylor (2007) stated some overlapping of the dimensions of commitment
to public interest and self-sacrifice and of commitment to public interest and
attraction to public policy making. However, Taylor concluded that Perry’s
measurement scale is well-established, has a strong theoretical basis, has been used
on numerous occasions by scholars and government bodies and therefore construct
validity can be accepted a priori. In a similar vein Vandenabeele (2008), researching
PSM measurement scales, states that Perry’s dimensions of public interest and selfsacrifice are highly correlated. This has prompted several researchers to use ‘an
alternative instrument containing only three dimensions’ (Vandenabeele, 2008,
p.146), however, Vandenabeele’s results provide support for the original PSM
dimensions. Considering that convergent validity is the only problematic measure for
this measurement model this research adopted Taylor’s view and accepted construct
validity a priori. (See Table 6-13 below for the AVE and composite reliability).

H1
CSO
PSM

H6

H11

H16

Comp
AVE Rel
0.6238 0.9202
0.2869 0.8924

Comp
AVE Rel
CSOI 0.7105 0.8801
PSM 0.2871 0.8922

H2

H7

Comp
AVE Rel
CSO 0.6194 0.9187
PSMA 1.0000 1.0000
Comp
AVE Rel
CSOI 0.7070 0.8783
PSMA 1.0000 1.0000

H3

H8

Comp
AVE Rel
CSO 0.6230 0.9199
PSMI 0.5045 0.8007
Comp
AVE Rel
CSOI 0.7092 0.8793
PSMI 0.5049 0.8015

H4

H9

Comp
AVE Rel
CSO 0.6231 0.9199
PSMC 0.4022 0.8388

H5

Comp
AVE Rel
CSO 0.6226 0.9198
PSMS 0.4276 0.8530

Comp
Comp
AVE Rel
H10
AVE Rel
CSOI 0.7104 0.8800
CSOI 0.7110 0.8804
PSMC 0.4045 0.8397
PSMS 0.4234 0.8500

Comp
Comp
Comp
Comp
Comp
AVE Rel
H12
AVE Rel
H13
AVE Rel
H14
AVE Rel
H15
AVE Rel
CSOC 0.7953 0.8860
CSOC 0.7915 0.8834
CSOC 0.7854 0.8793
CSOC 0.7935 0.8848
CSOC 0.7709 0.8694
PSMA 1.0000 1.0000
PSMI 0.5048 0.8014
PSMC 0.3992 0.8367
PSMS 0.4260 0.8531
PSM 0.2859 0.8920
Comp
Comp
Comp
Comp
Comp
AVE Rel
H17
AVE Rel
H18
AVE Rel
H19
AVE Rel
H20
AVE Rel
CSOS 0.7334 0.8461
CSOS 0.7344 0.8455
CSOS 0.7327 0.8455
CSOS 0.7326 0.8455
CSOS 0.7293 0.8429
PSMA 1.0000 0.7857
PSMI 0.4897 0.7857
PSMC 0.3855 0.8288
PSMS 0.4262 0.8513
PSM 0.2814 0.8902

Table 6-13: AVE and composite reliability

6.4.4

Discriminant validity

The principle of discriminant validity is that a latent variable should explain the
variance of its own indicators better than the variance of other latent variables
(Ringle and Henseler, 2012). There are two measures for discriminant validity. One
is the Fornell-Larcker criterion (Ringle and Henseler, 2012, Hair et al., 2012b),
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which states that each construct’s AVE should be higher than its squared correlation
with any other construct. Ringle (2012) however, recommends reporting discriminant
validity by using the square root of the AVE, which should be higher than the
construct correlations. This is supported by Hulland (1999) who states that a
correlation matrix can be used ‘which includes the correlations between different
constructs in the lower left off-diagonal elements of the matrix, and the square roots
of the average variance extracted values calculated for each of the constructs along
the diagonal’ (p.200). This study shows that the square roots of the AVE for each
construct are significantly larger than the construct correlations (Table 6-14).

H1

CSO PSM
0.7898
0.2463 0.5356

H2

CSO PSMS
CSO 0.7891
PSMS 0.1947 0.6539

H6

CSO
PSM
H5

CSO PSMA
CSO 0.7870
PSMA 0.1758 1.0000

H3

CSOI PSM
0.8429
0.2312 0.5358

H7

CSOI
PSM

CSO PSMI
0.7893
0.1955 0.7103

H4

CSOI PSMA
CSOI 0.8408
PSMA 0.1242 1.0000

H8

CSO
PSMI

CSO PSMC
CSO 0.7894
PSMC 0.1996 0.6342

CSOI
PSMI

CSOI PSMI
0.8421
0.1907 0.7106

H9

CSOI PSMC H10
CSOI PSMS H11
CSOC PSM H12
CSOC PSMA
CSOI 0.8429
CSOI 0.8432
CSOC 0.8908
CSOC 0.8780
PSMC 0.1821 0.6360
PSMS 0.1897 0.6507
PSM 0.2560 0.5347
PSMA 0.1925 1.0000

H13

CSOC PSMI H14
CSOC PSMC H15
CSOC PSMS H16
CSOS PSM
CSOC 0.8918
CSOC 0.8897
CSOC 0.8862
CSOS 0.8564
PSMI 0.1989 0.7105
PSMC 0.2159 0.6318
PSMS 0.1989 0.6527
PSM 0.2095 0.5305

H17

CSOS PSMA H18
CSOS PSMI H19
CSOS PSMC H20
CSOS PSMS
CSOS 0.8570
CSOS 0.8560
CSOS 0.8559
CSOS 0.8540
PSMC 0.1699 0.6209
PSMS 0.1553 0.6528
PSMA 0.1660 1.0000
PSMI 0.1366 0.6998

Table 6-14: Square root of AVE
Note: bold numbers on the diagonal show the square root of the AVE; numbers below the diagonal
represent the construct correlations.

The second measure to determine discriminant validity is cross loadings, where the
loading of an indicator on its assigned latent variable should be higher than its
loading on any other latent variable (Ringle and Henseler, 2012, Hair et al., 2012b,
Hair et al., 2013, Chin, 2010). Cross loadings for each of the constructs showed that
each indicator loaded highest on the construct it was intended to measure.
Discriminant validity was therefore not problematic for this study (Table 6-15).
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CSO

PSM

CSO1C

0.8121

0.2453

CSO2I

0.7125

0.1698

CSO3I

0.8583

0.2225

CSO4C

0.8464

0.1984

CSO5S

0.7931

0.1703

CSO6I

0.8143

0.1821

CSO7S

0.6742

0.1458

PSMA1

0.1583

0.4032

PSMC1R

0.1648

0.5728

PSMC2

0.146

0.5685

PSMC3

0.1001

0.3424

PSMC4

0.1661

0.6787

PSMC5R

0.0573

0.5126

PSMC6

0.1202

0.5031

PSMC7R

0.0996

0.52

PSMC8R

0.0926

0.4664

PSMI1

0.082

0.5663

PSMI3R

0.1691

0.5735

PSMI4

0.1389

0.5849

PSMI5

0.1357

0.5755

PSMS1

0.04

0.5633

PSMS2

0.1628

0.5613

PSMS3

0.1219

0.5617

PSMS4

0.1746

0.5798

PSMS5

0.1182

0.5317

PSMS6

0.0327

0.4572

PSMS7

0.1329

0.5724

PSMS8R

0.0631

0.4499

Table 6-15: Cross loadings
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6.5

Chapter summary

This chapter has started with an overview of the preliminary data analysis to validate
the measures using descriptive and exploratory analysis. Three outliers were
identified for the customer service orientation construct and those values were
subsequently removed from the study. The data was found to have a normal
distribution and the respondents’ profile was shown to be representative of the larger
public service population. The chapter then outlined the partial least squares
structural equation modelling (PLS-SEM) and provided detailed information on the
evaluation of the measurement model, establishing validity and reliability for both
construct measures. Chapter 7 will continue with the PLS-SEM analysis and provide
information on the structural model evaluation.
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7 STRUCTURAL MODEL ANALYSIS OF HYPOTHESES
7.1

Introduction

The previous chapter introduced PLS-SEM as the analytical tool to interpret the data
in this study. In addition, chapter six outlined the two-step approach of PLS-SEM
and provided a detailed report on the first step – the evaluation of the measurement
models. This chapter continuous with the second step – the evaluation of the
structural model, describing the four aspects used to calculate the explained variance
of the endogenous latent variables, expressed as the coefficient of determination (R²),
the effect size, path coefficient estimates, and the predictive relevance of the model.
The chapter then reports the results emanating from those four aspects for the twenty
proposed hypotheses and provides a detailed analysis of the outcomes of the
structural model calculations.

7.2

Structural model results

The second step in the PLS-SEM analysis is the evaluation of the structural (inner)
model. Hair and Sarstedt et al. (2012b) suggest four aspects in the evaluation of the
structural model: 1) the coefficient of determination (R²), 2) the effect size (f²), 3) the
path coefficient estimates (ß) including t-values and confidence intervals, and 4)
predictive relevance (Q² and q²). A number of dummy variables were added to the
model for the specific purpose of calculating the effect size and the predictive
relevance. The dummy variables were based on demographic data and included:






gender (1=female, 2=male);
age (1=<25yrs, 2=25-35yrs, 3=36-45yrs, 4=46-55yrs, 5=56+yrs);
work jurisdiction (1=federal, 2=state, 3=local government, 4=other);
service length (1=0-4yrs, 2=5-9yrs, 3=10-14yrs, 4=15-19yrs, 5=20+yrs); and
employment status (1=full-time, 2= part-time, 3= casual, 4=contract, 5= other).

This category of variables is not a central focus of this study and will not be included
in the discussion beyond the stated purpose above.
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7.2.1

Explaining the four aspects

This section explains each of the four aspects required for the analysis of the
structural model.
7.2.1.1 Coefficient of determination
The R² value is defined as the ‘amount of variance in the construct in question that is
explained by the model’ (Chin, 2010, p.674) . R² results are therefore important
indicators of the relationship between latent variables (LV) of the model and are the
primary criterion for inner model assessment (Hair et al., 2012b). Hair and Sarstedt
et al. (2012b) suggest that the acceptable R² level depends on the research context,
although previous levels of acceptance have been described as substantive (0.67),
moderate (0.33), and weak (0.19) (Henseler et al., 2009). Henseler and Ringle et al.
(2009) explain the level of variance in terms of the exogenous LV, stating that if the
endogenous LV is explained by only a few (one or two) exogenous variables, a
moderate R² may be acceptable. However, although an important criterion in the
evaluation of the structural model, the R² value should not be explained in isolation
but should be considered within the full range of criteria to assess the model’s
predictive capabilities (Hair et al., 2012a).
7.2.1.2 Effect size
The effect size (f²) value explores the change in R² to see whether the impact of a
particular exogenous LV on the endogenous LV is significant (0.35), moderate (0.15)
or weak (0.02) (Chin, 2010). This is established by calculating the increase in the R²
of the endogenous LV when the exogenous LV is included in the model. To enable
this calculation to take place, a number of dummy variables were included in the
model as described previously. The formula for f² is:

f² =

²

²
²

where f² is the effect size, R²included is the coefficient of determination of the
endogenous LV and includes the dummy variables, and the exogenous LV whose
impact is under investigation. R²excluded is the coefficient of determination with the
exogenous LV removed.
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7.2.1.3 Path coefficient estimates
The path coefficient (ß) provides information on the strength of the relationship
between the exogenous LV and the endogenous LV. The ß value also indicates the
directional relationship (sign) of the constructs under investigation (Huck, 2012),
which should correspond to the hypothesis that is tested. To ascertain the
significance of the relationship a bootstrapping approach is recommended (Hair et
al., 2012b, Chin, 2010). The bootstrapping approach uses re-sampling to estimate the
precision of the PLS estimates by obtaining samples with replacement from the
original data set (Chin, 2010). The resulting T-statistic can be used to determine the
significance level (p-value). For this study the degree of freedom is 313 (n=314-1)
and the p-value for 90% certainty (0.10 significance level) is calculated as 1.6497,
for 95% certainty (0.05 significance level) the p-value is 1.9676, and for 99%
certainty (0.01 significance level) the p-value is 2.5916. Confidence intervals were
calculated using the 99% certainty level of 2.59 and the sample mean and standard
error using the following formula:
2.59

Confidence interval =

The confidence intervals show that with 99 percent probability the population mean
falls within the upper and lower boundaries of the established parameters (see Table
7-1 below).
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Hypothesis

Lower boundary

Upper boundary

H₁

0.18

0.39

H₂

0.06

0.33

H₃

0.09

0.35

H₄

0.12

0.35

H₅

0.08

0.37

H₆

0.17

0.38

H₇

‐0.03

0.30

H₈

0.09

0.34

H₉

0.10

0.33

H₁₀

0.08

0.37

H₁₁

0.19

0.40

H₁₂

0.07

0.34

H₁₃

0.07

0.37

H₁₄

0.12

0.37

H₁₅

0.10

0.36

H₁₆

0.14

0.39

H₁₇

0.03

0.32

H₁₈

‐0.03

0.36

H₁₉

0.07

0.35

H₂₀

0.03

0.35

Table 7-1: Confidence Intervals at 99 percent probability
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7.2.1.4 Predictive relevance
The predictive relevance is expressed as a Q² value using a blindfolding technique,
which represents a synthesis of cross-validation and function fitting (Chin, 2010).
According to Hair and Sarstedt et al. (2012b) a value greater than zero is indicative
of predictive relevance. However, to determine if the predictive relevance is weak,
moderate, or strong, a q² value is calculated using a similar approach to the f²
function by assessing changes in Q² when omitting the exogenous LV that impacts
on the endogenous LV. The formula used to calculate this value is:

q² =

²

²
²

Values of 0.02, 0.15, and 0.35 are indicative of a weak, moderate, or strong degree of
predictive relevance (Hair et al., 2012b).
7.2.2

Customer service orientation impact on public service motives

The following section provides the analytical results for the proposed hypotheses.
The results for the impact of customer service orientation on the public service
motive construct and its individual dimensions are reported first (hypotheses 1 to 5)
referred to as the primary dimensions. This is followed by the results for the subdimensions, which report the effects of the various customer service orientation
dimensions on the public service motive construct and its individual dimensions.
7.2.2.1 Primary-dimension results
The primary-dimensions refer to the relationship between the CSO construct and the
PSM construct and include the individual dimensions - rational, normative, affective,
and self-sacrifice motives (denoted as PSMA, PSMI, PSMC and PSMS respectively).
Therefore, the results reported below relate to the following hypotheses:

H₁: CSO is likely to have a positive impact on PSM.
H₂: CSO is likely to have a positive impact on rational PSM.
H₃: CSO is likely to have a positive impact on normative PSM.
H₄: CSO is likely to have a positive impact on affective PSM.
H₅: CSO is likely to have no impact on self-sacrifice PSM.
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The CSO construct explains six percent of the variance (R²) in the PSM construct for
H₁. Although, this is a small percentage change, it is nevertheless indicative of the
influence the perceived customer service orientation of the organisation has on public
servants motivation. The variance is even less when looking at the individual
dimensions of the PSM construct (three and four percent) with the impact on the
rational motive (H₂) presenting as the smallest percentage change. In addition to the
variance, the effect size (f²) explains the impact value of the CSO construct on PSM
and is considered weak for four of the five hypotheses (H₁ to H₄). For H₅ the effect
size is negative indicating that the demographic data, which served as the dummy
variable, has a higher impact on the self-sacrifice motive than an organisation’s
customer service orientation. The path coefficient (ß) shows the strength of the
relationship between the constructs and is positive with all hypotheses having highly
significant t-values (p<.01). The results for predictive relevance are similar with only
H₂ and H₃ showing weak predictive relevance. Although H₁, H₄, and H₅ show values
below the guideline of 0.02, there is a small amount of predictive relevance present
for each of them. As the results in Table 7-2 show H₁, H₂, H₃, and H₄ are supported,
whereas H₅ is not supported by the results.

Hypothesis

Proposed

Variance &

Path

Observed

Predictive

Hypothesis

effect

effect size

coefficient

t‐value

relevance

support

(R², f²)

(ß)

(significance)

(Q², q²)

H₁: CSO  PSM

+

0.06, 0.02

+0.25

6.14 (***)

Yes, 0.011

Yes

H₂: CSO  PSMA

+

0.03, 0.03

+0.18

3.41 (***)

Yes, 0.040

Yes

H₃: CSO  PSMI

+

0.04, 0.03

+0.20

3.82 (***)

Yes, 0.020

Yes

H₄: CSO  PSMC

+

0.04, 0.02

+0.20

4.51 (***)

Yes, 0.008

Yes

H₅: CSO  PSMS

±

0.04, ‐0.04

+0.19

3.50 (***)

Yes, 0.006

No

Table 7-2: Primary-dimension results
Significance levels ***= p<.01, **= p<.05, *= p<.10, n/s = not significant
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7.2.2.2 Sub-dimension results
The sub-dimensions are categorised into the three dimensions that make up the
customer service orientation construct: information-based interpretation of CSO,
culture and philosophy-based interpretation of CSO, and service and interactionbased interpretation of CSO.
7.2.2.2.1 Information-based interpretation of customer service orientation
The results for the information-based CSO are in relation to the hypotheses outlined
below:
H₆: information-based interpretation of CSO has a positive impact on PSM.
H₇: information-based interpretation of CSO has no impact on rational PSM.
H₈: information-based interpretation of CSO has a positive impact on
normative PSM.
H ₉: information-based interpretation of CSO has a positive impact on
affective PSM.
H₁₀: information-based interpretation of CSO has a positive impact on the
self-sacrifice dimension of PSM.
The results obtained from the analysis show a small degree of variance in the PSM
construct resulting from the CSO construct with values ranging from 2 to 4 percent.
Table 7.3 below shows the effect size was not as favourable as for the primary
dimensions, with only two of the hypotheses showing a weak impact (H₈ and H₉).
Similarly to H₅, H₁₀ also shows a negative effect on the self-sacrifice motive. The
path coefficient is significantly less for H₇ with a moderate significance level and no
predictive relevance. This upholds the proposed effect of this hypothesis, which
states no impact is expected on the rational public service motive. For H₆, H₈, H₉,
and H₁₀ the proposed positive impact is supported by the results below.
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Hypothesis

Proposed

Variance &

Path

Observed

Predictive

Hypothesis

effect

effect size

coefficient

t‐value

relevance

support

(R², f²)

(ß)

(significance)

(Q², q²)

H₆: CSOI  PSM

+

0.04, 0.01

+0.23

5.71 (***)

Yes, 0.008

Yes

H₇: CSOI  PSMA

±

0.02, 0.01

+0.12

1.99 (**)

No, 0.023

Yes

H₈: CSOI  PSMI

+

0.03, 0.02

+0.19

3.92 (***)

Yes, 0.018

Yes

H₉: CSOI  PSMC

+

0.03, 0.02

+0.18

4.02 (***)

Yes, 0.007

Yes

H₁₀: CSOI  PSMS

+

0.04, ‐0.04

+0.19

3.46 (***)

Yes, 0.003

Yes

Table 7-3: Sub-dimension results for information-based CSO
Significance levels ***= p<.01, **= p<.05, *= p<.10, n/s = not significant

7.2.2.2.2

Culture and philosophy-based interpretation of customer service orientation

The culture and philosophy-based CSO results are outlined in Table 7-4 below and
pertain to the hypotheses listed below:
H₁₁: culture and philosophy-based interpretation of CSO has a positive
impact on PSM.
H₁₂: culture and philosophy-based interpretation of CSO has a positive
impact on rational PSM.
H₁₃: culture and philosophy-based interpretation of CSO has a positive
impact on normative PSM.
H₁₄: culture and philosophy-based interpretation of CSO has a positive
impact on affective PSM.
H₁₅: culture and philosophy-based interpretation of CSO has a positive
impact on self-sacrifice PSM.
The results for this sub-dimension are interesting as H₁₁ shows the highest variance
and the strongest relationship of the entire analysis. However, the effect size is still
weak and although, there is predictive relevance, the degree is less than the
guidelines indicate for weak predictive relevance. The results are similar for the
remaining hypotheses in this part with weak effects, a small amount of predictive
relevance but strong relationships with high significance. Again, the impact on the
self-sacrifice motive has a negative impact resembling results for the previously
discussed hypotheses including this motive. All hypotheses in this sub-dimension are
supported by the results depicted in Table 7-4 below.
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Hypothesis

Proposed

Variance &

Path

Observed

Predictive

Hypothesis

effect

effect size

coefficient

t‐value

relevance

support

(R², f²)

(ß)

(significance)

(Q², q²)

H₁₁: CSOC PSM

+

0.07, 0.02

+0.26

6.21 (***)

Yes, 0.007

Yes

H₁₂: CSOCPSMA

+

0.04, 0.03

+0.19

3.69 (***)

Yes, ‐0.022

Yes

H₁₃: CSOCPSMI

+

0.04, 0.04

+0.20

3.50 (***)

Yes, 0.004

Yes

H₁₄: CSOCPSMC

+

0.05, 0.02

+0.22

4.52 (***)

Yes, 0.004

Yes

H₁₅: CSOCPSMS

+

0.04, ‐0.03

+0.20

3.92 (***)

Yes, ‐0.002

Yes

Table 7-4: Sub-dimension results for culture-and philosophy-based CSO
Significance levels ***= p<.01, **= p<.05, *= p<.10, n/s = not significant

7.2.2.2.3

Service and interaction-based interpretation of customer service orientation

The outcomes for the service and interaction-based interpretation of CSO are
reported in Table 7-5 below and concern the hypotheses outlined below:
H₁₆: service and interaction-based interpretation of CSO has a positive
impact on PSM.
H₁₇: service and interaction-based interpretation of CSO has a positive
impact on rational PSM.
H₁₈: service and interaction-based interpretation of CSO has a positive
impact on normative PSM.
H₁₉: service and interaction-based interpretation of CSO has a positive
impact on affective PSM.
H₂₀: service and interaction-based interpretation of CSO has a positive
impact on self-sacrifice PSM.
The variance for this part of the analysis is similar to the information-based
interpretation of CSO above. The variance is within the range of 0.02 and 0.04 with
weak effects for H₁₇ and H₁₉ and less than weak for H₁₆ and H₁₈. The relationships
are highly significant with the exception of H₁₈ with a significance level of .10.
There is no predictive relevance for H₁₈, however, the remaining hypotheses in this
part also show very low predictive relevance. Four of the five hypotheses are
supported as indicated in Table 7-5 below.
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Hypothesis

Proposed

Variance &

Path

Observed

Predictive

Hypothesis

effect

effect size

coefficient

t‐value

relevance

support

(R², f²)

(ß)

(significance)

(Q², q²)

H₁₆: CSOS  PSM

+

0.04, 0.01

+0.21

4.32 (***)

Yes, 0.003

Yes

H₁₇: CSOSPSMA

+

0.03, 0.03

+0.17

3.01 (***)

Yes, ‐0.026

Yes

H₁₈: CSOSPSMI

+

0.02, 0.01

+0.14

1.85 (*)

No, ‐0.008

No

H₁₉: CSOSPSMC

+

0.03, 0.02

+0.17

3.07 (***)

Yes, 0.002

Yes

H₂₀: CSOSPSMS

+

0.02, ‐0.05

+0.16

2.55 (**)

Yes, ‐0.007

Yes

Table 7-5: Sub-dimension results for service and interaction-based CSO
Significance levels ***= p<.01, **= p<.05, *= p<.10, n/s = not significant

7.3

Analysis of the CSO-PSM model

The analysis of the CSO-PSM model follows the four aspects of the structural model
evaluation and thus starts with a discussion on the amount of variance the public
service motive construct shows. This is followed by the effect size, which indicates
the impact customer service orientation has on public service motives. Next, the
relationship between customer service orientation and public service motives is
analysed including T-values and significance levels. Finally, the predictive nature of
the model is considered.
7.3.1

Considering the variance

The amount of variance in the endogenous PSM construct that is explained by the
exogenous CSO construct is largest for the culture and philosophy-based
interpretation of CSO (H₁₁). This is surprising, as one would expect the overall
construct of CSO to account for the largest variance in the PSM construct (H₁).
Indeed, the second largest variance to the PSM construct is caused by the CSO
construct, followed by the information-based interpretation of CSO (H₆). The culture
and philosophy-based interpretation of CSO caused a similar amount of variance in
the affective PSM construct (H₁₄). Overall, the culture and philosophy-based
interpretation of CSO showed the largest amount of variance for the primary- and
sub-dimensions of PSM (H₁₁ - H₁₅). The lowest amount of variance is associated with
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the rational PSM construct, which shows consistent low variance from all CSO
constructs (H₂, H₇, and H₁₇) except the culture- and philosophy based interpretation.
7.3.2

Considering the impact factor

The impact factor is measured by the effect size and explores the change in the
variance when the exogenous construct (CSO) is removed from the model (Hair et
al., 2012b). The impact factor is generally weak for all models with the culture and
philosophy-based interpretation of CSO having the largest impact on the normative
PSM construct. Interestingly, the impact value is negative for all models involving
the self-sacrifice PSM dimension, meaning that the control group (dummy variables)
caused a greater variance in the self-sacrifice PSM construct than the CSO construct
did.
7.3.3

Considering the strength of the relationship

The strength of the relationship is determined by the path coefficient with the Tvalue explaining the level of significance of the relationships.
Similar to the variance, the strongest relationship is depicted by the culture and
philosophy-based interpretation of CSO construct with the PSM construct (H₁₁),
again closely followed by the CSO-PSM constructs (H₁). The weakest relationship is
the information-based interpretation of CSO with the rational PSM construct (H₇).
The service and interaction-based interpretation of CSO has also a somewhat weaker
relationship with the normative PSM construct (H₁₈). These results are replicated in
the T-values with H₁₁ and H₁ having the highest values, and H₇ and H₁₈ the lowest
values. All models are highly significant at the one percent level, except for H₇ and
H₂₀, which are significant at the five percent level and H₁₈ at the ten percent level.
7.3.4

Considering the predictive relevance

The predictive relevance is represented by Q² values and if above zero show
evidence of the model’s predictive relevance (Henseler et al., 2009). Eighteen of the
twenty models have predictive relevance with values above zero (H₁ to H₆, H₈ to H₁₈,
H₁₉ and H₂₀). The predictive power of the information-based interpretation of CSO
on the rational PSM construct (H₇), and the service and interaction-based
interpretation of CSO on the normative PSM construct (H₁₈) have a negative and zero
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value respectively, and therefore no predictive relevance. However, the degree of
predictive power (measured by q²) is considered weak for all of the models
demonstrating that the models only partially explain the public service motive
construct. Five of the models (H₁₂, H₁₅, H₁₇, H₁₈, and H₂₀) have a negative value,
which means the demographic data (dummy variables) have stronger predictive
power than the customer service construct.

7.4

Chapter summary

The objective of this chapter is to report the results of the structural (inner) model,
which is the second step in the two-step approach required in partial least squares
structural equation modelling. The chapter firstly outlines the four aspects required to
calculate the PLS-SEM results. The hypotheses are then categorised into primaryand sub-dimensions and the results are reported for each of the categories. The
assessment of the results indicates that a small amount of variance in the public
service motive construct can be attributed to the customer service orientation
construct. The impact value is generally weak and for the self-sacrifice motive,
negative. The relationships between the two constructs are moderately strong and
significant with seventeen cases presenting as highly significant. Predictive value
was established for eighteen out of the twenty cases; however, the degree of the
predictive relevance was generally weak. The analysis indicated that eighteen of the
twenty proposed hypotheses were supported by the structural model results. The next
chapter will provide an in-depth discussion of the results and elaborate on the
contributions to theory and practice as well as the implications that arise from this
study.
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8 DISCUSSION, CONTRIBUTIONS AND IMPLICATIONS

8.1

Introduction

The evaluation of the structural (inner) model is explained in the previous chapter
with results reported for the primary- and sub-dimensions of the model. Although
only a small amount of variance in the endogenous construct can be attributed to the
exogenous construct, the relationship between the constructs is highly significant.
The results provide support for eighteen of the twenty hypotheses. This chapter revisits the research question for this part of the study and discusses the significance of
the research results in detail. Finally, contributions to practice and theory are
considered.

8.2

Discussion of the CSO-PSM model

This section discusses the results of the analysis in view of the theoretical
underpinnings outlined in the conceptual part of this thesis (see chapter 4). In
particular, the research question is re-visited and the hypotheses are reviewed with
regard to the analysis outlined in the previous section.

The research question for this part of the study asked:

Does an organisation’s customer service orientation impact on
public service motives? If yes, to what extent?

To answer the first part of the question, a look at the variance, strength of the
relationship, and predictive relevance of the model, would suggest that an
organisation’s customer service orientation does affect public service motives. The
second part of the question cannot be answered as easily; the extent of the impact is
different for the various dimensions of the constructs, however, there is evidence that
overall, customer service orientation has a weak effect on public service motives.
This supports the findings from the first part of the study where interviews with
public servants suggest that customer service orientation influences the motivation of
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public servants. The strength of that influence is surprising however. Based on the
interview comments and the general feeling of interview participants, the expectation
was for a stronger impact of an organisation’s customer service orientation on public
service motives. One explanation for this discrepancy may be that the motivation of
public servants is a complex construct influenced by a variety of different factors,
including demographics, socio-historical contexts, and organisational factors (Perry,
1997, Camilleri, 2007, Moynihan and Pandey, 2007a). For instance, Moynihan and
Pandey’s (2007a) findings underscore the significant influence of organisational
institutions on motivation, indicating that red tape and service length are negatively
related to PSM and hierarchical authority and reform efforts are positively related to
PSM. Considering this complexity, even a small increase in the motivation of public
servants may have substantial impact on performance, job satisfaction, and
organisational commitment. However, further research is needed to explore this
complexity and elucidate the motivational role an organisation’s customer service
orientation plays within public service organisations.

Having established that an organisation’s customer service orientation does impact
public service motives, albeit with a weaker than expected effect, the next questions
that needed to be answered were about the direction of the effect and the impact of
the individual dimensions of CSO on PSM and its individual dimensions. The first
hypothesis posited a positive impact of an organisation’s CSO on PSM in the
Australian public sector, and this proposition was upheld by the results. This means
that public servants, who perceive their organisation to have a high customer service
orientation, have also higher public service motives. In view of this result and the
reviewed literature (see chapter 4.4), it is evident that CSO is an important dimension
of organisations and needs to be considered in the management of public servants.

Like the first hypothesis, hypotheses two to five showed a positive outcome.
Therefore the rational, normative, affective, and self-sacrifice dimensions of public
service motives appear to be higher if public servants perceive that their
organisations have high customer service orientation. This supports hypothesis two,
three, and four, all of which have a positive proposed impact. However, hypothesis
five, which posits that an organisation’s CSO has no impact on the self-sacrifice
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dimensions of PSM, was not supported. The rationale for this proposition was
interview participants’ lack of interest in foregoing tangible rewards, and their
understanding that in the course of their duties they would receive time in lieu or
overtime payments for any extra efforts to help customers in need. On the other
hand, interviewees did state that they would often forego breaks and work longer
hours to satisfy their customers’ needs. The mean values (see Table 6-10 in Chapter
6) of the responses for this motive indicate that on average public servants are
inclined to give back to society more than they get, and that serving their community
gives them a good feeling, even if no payment is forthcoming. However, one
puzzling phenomenon is the effect size of the customer service constructs (including
individual dimensions) on the self-sacrifice public service motive. The effect size for
these constructs (H₅, H₁₀, H₁₅, and H₂₀) was negative, meaning that the dummy
variable had a greater impact on this motive than the organisation’s customer service
orientation. It would be interesting to see which of the dummy variables affects the
self-sacrifice motive most. Considering that public servants did, to a small extent, act
in a self-sacrificial way to help their customers, one would expect customer service
orientation to have a higher impact on this motive. Further research is required to
determine the cause of this unexpected result.

The remaining hypotheses were all supported by the results with the exception of
H₁₈, the service and interaction-based interpretation of CSO and its relationship with
normative motives. This construct had a very small variance on the normative public
service motive, the lowest significance level (0.10) and no predictive relevance. The
normative motive is depicted as an altruistic desire to serve the public interest, a
sense of loyalty to duty and the government, and the ability to provide equitable
service (Perry, 1996, Perry and Wise, 1990). One would expect that an organisation’s
customer service orientation that enables an efficient service encounter with the
customer would increase this motive. Particularly those public servants dealing with
customers they perceive as deserving, or sometimes not deserving (see chapter
3.6.3.2.2) would perceive a sense of fairness or otherwise in their service
interactions. However, the survey respondents were drawn from various public sector
organisations, who serve a variety of customers and institutions, and serving the
public interest may be more important to them than serving individual customers. It
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would be interesting to conduct further research to determine whether the results
differ within different public service organisations.

Another interesting aspect of this study’s finding is that the results for the culture and
philosophy-based interpretation of CSO for all dimensions of the PSM construct
provide the strongest results. This is surprising, as one would expect the overall CSO
construct to have the best relationship with PSM. However, a strong customer
service culture has been associated with individual salespersons’ behaviour (Carr and
Lopez, 2007), but whether this link can be extended to motivational characteristics
would need to be further researched.

Overall, the results support the findings of the first phase of this study, where
interviews with public servants of one particular agency identified a relationship
between an organisation’s customer service orientation and the motivation of public
servants. However, there are some interesting and puzzling phenomena within the
results, which warrant further investigation. As is the case with the majority of
research outcomes, results for particular research questions raise many more issues
for further investigations.

8.3

Contributions

This study makes several important contributions. Theoretical understanding is
extended through the development and analysis of a model. In addition, practical
implications are advanced based on the research results of this investigation.
Furthermore, a methodological contribution has been made by using interview
responses to elucidate a research problem which developed from a perplexing
observation, and then using partial least squares structural equation modelling to
explore this problem further.
8.3.1

Theoretical contributions

This research was not conducted to test existing theories but to explore and develop
theoretical understanding of the impact of customer service orientation on public
service motivation. Previous research in this area has been limited, no theories have
been advanced to explain whether and how customer service orientation affects
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public service motivation. However, this is an important concept in a time when
government agencies are expected to increase their customer focus whilst at the same
time ensuring equitable and fair services for all citizens and upholding laws and
policies with fewer resources than previously available. It is therefore imperative to
know if an organisation’s customer service orientation has an impact on their
employees’ motivation – and subsequently on their performance.

Firstly, this study contributes to the field of public service motivation research with
the development of a model derived from qualitative interviews. This was achieved
by combining two existing and well-tested constructs in a new way. The customer
service orientation construct has been previously used to assess customer service
orientation before and after the implementation of public management reforms
(Korunka et al., 2007), however, to assess the impact on public service motives is a
novel contribution.

Secondly, the analysis of the relationship between the two constructs advances
previous research into public service motives. The results of this analysis clearly
show a significant relationship between an organisation’s customer service
orientation and public service motives. Although research into customer service
orientation and public service motivations has increased since the onset of new
public management reforms, no other studies were found that investigated the impact
of customer service orientation on public service motives. The results of this research
are therefore a unique contribution to this field of study.

In a related capacity, a further contribution is made by investigating the individual
dimensions of the two constructs and their relationship with each other. The analysis
found that all aspects of customer service orientation (such as the gathering and
dissemination of information, the organisation’s culture and philosophical outlook,
and the actual service encounter with the customer) affect the motivation of public
servants, however, the customer service orientation culture of an organisation
appears to have the greatest impact on employee’s public service motives. This is an
interesting insight with several practical implications for public organisations who
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wish to harness the motivation of their employees and consequently ensure higher
performance, better job satisfaction and work outcomes.

8.3.2

Practical implications

Academic research is not only important for the advancement of knowledge but also
for the practical implications that arise out of such research. This study contributes to
the management of public service organisations by providing insights into the
motivational aspects of public employees. The results from the interview analysis
show the detrimental effect low morale can have on the attitude and performance of
public servants. This was felt particularly in relation to customer service, which,
public servants felt, was not well supported by their organisation at that time. The
analysis of the survey questions clearly shows that employee’s perception of their
organisation’s customer service orientation does have an impact on their motivation.
Specifically the organisation’s customer service culture and philosophy is of note and
public service managers would be well advised to adopt and foster a culture that
supports effective and efficient customer service. Informed by interview responses,
this should include several aspects that are important for a customer service
orientated climate and consequently a highly motivated staff, such as:


the collection and analysis of relevant customer information;



the dissemination of customer information analysis to all employees;



the provision of adequate training and development of staff to ensure they are
able to provide knowledgeable service;



the nurturing of a culture that recognises and rewards good customer service;



a system that allows adequate time for customer interactions; and



adequate resources to enable efficient and effective service delivery.

However, considering the complex nature of the customer in the public service and
the relative novelty of the concept of the customer in that context (compared to
private industry), more research is needed to further our understanding of this
important dimension.
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8.3.3

Methodological contributions

This study used a personal observation as a stimulus to investigate a puzzling
phenomenon – the decrease of morale and motivation after the implementation of
new public management reforms. The resulting investigation, using interviews in one
particular public service agency, indicated a relationship between two distinct
constructs, customer service orientation and public service motives. Due to the lack
of existing theories in this area a partial least squares structural equation modelling
(PLS-SEM) approach was used to explore this relationship further. PLS-SEM is a
relatively new methodology in management research and this study extends the
growing field in this area.

8.4

Chapter summary

This chapter discusses the research findings in relation to the research questions and
hypotheses. Some interesting insights are deliberated and explanations are advanced
for some unexpected results. The chapter then outlines theoretical, practical and
methodological research contributions. The practical implications include a list of
important aspects to consider for a strong customer service culture in public service
organisation. The following chapter provides conclusions and discusses limitations
of this study and future research directions.

128

9 CONCLUSIONS, LIMITATIONS, AND FUTURE RESEARCH

9.1

Introduction

The previous chapter discussed the findings of the research and its contributions to
theory and practice. This chapter summarises the results for this study and provides
some final comments before outlining the limitations that apply to this research.
Finally, future research directions are presented which could further extend and
develop knowledge in the field of public service motivation.

9.2

Conclusions

New public management reforms implemented during the 1990s has been the
impetus for an increased interest in what motivates public servants. Several seminal
research papers (Rainey et al., 1976a, Perry and Wise, 1990, Perry, 1996, Perry and
Porter, 1982, Rainey, 1982) have been instrumental in the advancement of public
service motives as a distinct research field. During the 2000s research in this area
increased, spreading to countries other than the U.S. (Steijn, 2004, Leisink and
Steijn, 2009, Vandenabeele et al., 2006, Taylor, 2007, Ritz, 2009, Kim and
Vandenabeele, 2010, Liu et al., 2008, Manolopoulos, 2008, Kim, 2006) and extended
public service motive knowledge by investigating relationships with other constructs
(Wright et al., 2012, Scott and Pandey, 2005, Pandey et al., 2008, Moynihan and
Pandey, 2007a, DeHart-Davis et al., 2006, Bright, 2009, Camilleri and Van der
Heijden, 2007, Taylor, 2008).

This study contributes to this growing field of research by investigating the
relationship between customer service orientation and public service motives in the
Australian context – which appears from the relevant literature not to have been
explored. The results show that public service motives are present in the Australian
public service and that customer service orientation influences those motives in a
significant way. In addition, the individual dimensions of customer service
orientation have been examined and show that culture and philosophy-based
interpretation of customer service orientation is a critical factor in motivating public
servants. Moreover, the effect of customer service orientation on individual public
129

service motives has been explored and the results indicate that the self-sacrifice
motive is the least affected by customer service orientation. As stated in the previous
chapter managers in the public service may benefit from these insights when
developing strategies to increase public service motivation.

9.3

Limitations

This research has several limitations that need to be taken into account when
interpreting the results. The interviewees for the first phase of this study were drawn
from one particular public service agency in one particular area. This may have
distorted the interview responses, as the respondents’ experience was possibly
limited and influenced by the management of this agency.

The use of an online panel research organisation limited respondents to those public
servants who were registered panel members. The profile of those panel members
may differ from those public servants who choose not to be part of an online research
organisation. It was observed that a majority of the survey respondents completed
their surveys during working hours, which may indicate that those public servants
may have a more relaxed attitude towards using public resources for personal
interests. This may mean that public servants who are more conscientious may not
have responded due to time constraints.

Moreover, the online survey may have excluded public servants with limited or no
access to computers. For instance, council construction workers, garbage collectors,
or forestry workers may only access computers occasionally. In addition, some
public servants who did not want to respond online because of excess exposure to
computer usage during working hours may have been missed from the sample.
Therefore, the sample may not have been a complete representation of the public
service population. However, time and monetary constraints prohibited this study
from using alternative methods of survey collection.

A further limitation of this study is the static nature of the data. The information for
the interviews and for the survey were gathered at one point in time and may have
been influenced by specific events at that point. It is likely that over time the
130

perceptions of their customer service experience and their motivation would change,
but this could only be captured by a longitudinal study. Again, resources and lack of
access to interviewees were constraint factors for this limitation.

This study is limited to the Australian public sector and as such cannot be
generalised to other countries, which is a further limitation of this study.

9.4

Future research

Although research findings provide results for the enquiry at hand, inevitably more
questions are raised than answered. A motivated workforce is crucial for any
successful organisation, more so for the public sector where extrinsic motivators
appear to not have the same effect as for the private sector (Houston, 2000). To
elucidate further the motivational role of customer service orientation the
demographic make-up of the respondents could be investigated to determine whether
age, service length or work jurisdiction influence the outcomes. This is particularly
interesting for the self-sacrifice motive where results indicated that demographic
variables have a larger impact than customer service orientation.

Another interesting factor that arose out of this study is the culture and philosophybased interpretation of customer service orientation showing the strongest
relationship, the highest impact factor, and the best predictive relevance for public
service motives. Further research could more specifically investigate the importance
of an organisation’s customer service culture and philosophy for public service
motives.

In light of the limitations of the sample profile, a larger sample and different means
for the completion of the survey may be beneficial. Another interesting extension of
this research would be to use the model in other countries, specifically those
countries who just recently introduced a customer focus for their public sector.
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GERMAN QUESTIONNAIRE EXCERPT AND TRANSLATION
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GERMAN VERSION

Kunden-/Bürgerorientierung
Mein Bereich...

stimme

stimme

weder

stimme

stimme

überhaupt

nicht zu

noch

zu

voll und
ganz zu

nicht zu

26 ist

auf

Kundenbedürfnisse

1

2

3

4

5

27 hat seine Kunden klar identifiziert.

1

2

3

4

5

28 hat Prozesse, um die Bedürfnisse der

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

ausgerichtet.

Kunden zu identifizieren.
29 hat Strategien und Pläne entwickelt,
um die Kundenbeziehungen zu stärken.
30 fühlt sich verpflichtet, die Bedürfnisse
der Kunden zu erfüllen.
31 weiß, wie die Zufriedenheit der Kunden
erhoben werden kann.
32 sammelt

und

Kundenzufriedenheitsdaten,

nutzt
um

die

Dienstleistungsqualität zu verbessern.
33 Insgesamt bin ich gut vertraut mit den
Maßnahmen der Kundenorientierung in
der Finanzverwaltung.

Kontakt:

christian.korunka@univie.ac.at

dieter.scharitzer@wu-wien.ac.at
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ENGLISH TRANSLATION

Customer-/Citizen orientation

Strongly
disagree

My work area...
26 is organised to respond to customers’

Disagree

Neither
agree/
nor
disagree

Agree

Strongly
agree

1

2

3

4

5

27 has clearly identified its customers.

1

2

3

4

5

28 has processes in place to identify the

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

needs.

needs of its customers.
29 has

developed

strategies

and

objectives to strengthen its customer
relationships.
30 feels responsible for fulfilling the needs
of its customers.
31 knows how customer satisfaction can
be achieved.
32 collects and uses customer satisfaction
information

to

increase

customer

service quality.
33 Overall, I am very familiar with the
procedures

for

customer

service

orientation in my workplace.
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CUSTOMER SERVICE ORIENTATION SCALE
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Subscale

Item

Question

Information-based interpretation of
customer service orientation

CSO2I

My workplace has clearly identified its customers

CSO6I

My workplace has processes in place to identify the needs of its
customers
My workplace knows how customer satisfaction can be achieved

CSO1C

My workplace is organised to respond to customers’ needs

CSO4C

My workplace has developed strategies and objectives to
strengthen its customer relationships

CSO5S

My workplace feels responsible for fulfilling the needs of its
customers

CSO7S

Collects and uses customer satisfaction information to increase
customer service quality

CSO3I
Culture and philosophy-based
interpretation of customer service
orientation

Service and interaction-based
interpretation of customer service
orientation

Table 9-1: Measurement subscales and items in the CSO construct
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APPENDIX D

PUBLIC SERVICE MOTIVE SCALE
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Subscale

Item

Question

Rational motive
(Attraction to public policy making)

PSMA1

The give and take of public policy-making appeals to me

PSMA2
PSMA3R

PSMI3R
PSMI4
PSMI5

I am interested in politics
I wouldn’t want to be a politician
I contribute to my community without any expectation of personal
gain
I would prefer that public officials did what was best for the
community, even if it harmed my interests
It is hard to get me interested in what is going on in my community
Meaningful public service is important to me
I consider public service a civic duty

PSMC1R

I am not particularly moved by the plight of the underprivileged

PSMC2

Most social welfare programs are too vital to do without
It is difficult for me to contain my feelings when I see people in
distress
To me, being Australian includes seeing to the welfare of others
I seldom think about the welfare of people whom I don’t know
personally
I am often reminded by daily events about how dependent we are
on one another
I have little compassion for people in need who are unwilling to
take the first step to help themselves
I do not wholeheartedly support many social welfare programs
Making a difference in society means more to methane personal
achievement
Serving my community would give me a good feeling even if no
one paid me for it
I believe in putting the needs of my community before self
Much of what I do is for a cause bigger than me
I feel people should give back to society more than they get from it
I am one of those people who would risk personal loss to help
someone else
I am prepared to make enormous sacrifices for the good of society
Doing well financially is definitely more important to me than
doing good deeds

Normative motive
(Commitment to the public interest)

PSMI1
PSMI2

Affective motive
(Compassion)

PSMC3
PSMC4
PSMC5R
PSMC6
PSMC7R
PSMC8R
Self-sacrifice

PSMS1
PSMS2
PSMS3
PSMS4
PSMS5
PSMS6
PSMS7
PSMS8R

Table 9-2: Measurement subscales and items in the PSM construct
Notes:
R = reverse-scored items
The questions for this measurement scale have been adopted from Taylor (2007,
p.957) including several statements she revised to suit the Australian context.
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APPENDIX E

PLS-SEM RESULTS

The results for the PLS-SEM calculations are presented as an image captured from
Smart-PLS. Due to the large number of calculations performed only the images for
the primary dimensions are presented in this appendix.
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Figure 9-1: PLS algorithm for the primary dimension (CSO  PSM)
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Figure 9-2: Bootstrapping algorithm for the primary dimension (CSO  PSM)

Figure 9-3: Blindfolding algorithm for the primary dimension (CSO  PSM)
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